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In October, 1974, the Government of Hong Kong decided to
extend the 6-year universal education in the primary level up to
9 years so as to cover the first 3 years in the secondary level.
At the same time it also announced that universal education in the
long run should be provided in the public schools. The private
schools in general felt more than upset because most of then
were infarior to the public schools in terms of finnacial resources
and other facilities.
After a review of the historical development of the school
education system in Hong Kong, a clarification of the crisis
concept, and a management audit of the Good Christian School, the
author believed that the crisis of the private school had much mare
to do with a mismanagement in markating than with financial and
other physical resources it might possess.
Finally, the behavioural pattern of the potential consumers
of the service of a private school was identified with a view to help
the private school under study to improve its student recruitment.
It is hoped that by improving their marketing management the private
schools will not only improve their competitiveness but also
counterbalance the strong influence of the public schools which
may deprive an average student of his or her right to select the
kind of education he or she desires when it becomes over-dominating.
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11.0 INTRODUCTION
1.1 Overture
As it has been pointed out by Peter Drucker1 schools and
other service institutions are as much "institutions" as is the
business firm, and therefore, are equally in need of management.
By comparison in respect of management theory, one finds a good
opportunity for contributing to the development of the school
management discipline.
Theoretically, this study contributes to that body of knowledge
known as school marketing. This is a school management concept
and technique few scholars have ever written about. It is however
expected to be applicable in a school setting at crisis or during
the normal course of operation.
The study is premised on the following observations:-
1. Although marketing has been recognized as one of the most
important management concept and tools of a business firm, it
has never been accepted by the management of a school. Yet
a school, as an institution or system, is similar to a firm
in the need for customers who are on the other hand expected
to contribute input into its daily operations. Since schools
are seldom monopolistic they have to compete with one another
for customers and these customers of school education are just
1 Peter Drucker, "Managing the Public Service Tnstitution"
Economic Impact, No. 6, p. 26.
2as selective as, if not more selective than, those of any
other services. It looks as though the time has come, at this
point in Hong Kong, for only those schools which satisfy the
need of their customers most efficiently and effectively to
maintain themselves viable as a going concern.
2. A review of the historical development of the world economic
system reveals that the modern economy which is highly cons=er-
oriented, and said to be in its marketing era, has evolved from
a production oriented economy where the basic consideration
has been producing or stocking products. The evolution, though
natural, is inevitablly forced out by the fact that products
nowadays are far more abundant and readily available than they
were in the production era back during the commencement of
the industrialization2. The same is true in the micro level
where many an average firm, especially that in an advanced
country, has undergone the same evolution. 3
3. If we draw a parallel between a school and a commercial firm,
the former will be seen in its production or product era. At
a time when school places are becoming more than enough, the
need for an individual school to adopt the marketing concept
and technique has never been more urgent.
With these in mind, this study looks into the historical
2
E. Jerome McCarthy, Basic Marketing, 5th ed. (Illinois:
Richard D. Irwin, Inc., 1975), pp. 14-17.
3 Ibid., pp. 17-18.
3
development of school education in Hong Kong, the various operational
dimensions of a school at crisis and the expectations of an average
student and/or his parents in order to determine the prospect of
applying the marketing concept and technique to school management.
1.2 Contribution of the Thesis
When people discuss school management or administration, they
mostly talk about student development and staff motivation. This
is not difficult to understand because the chief aim of school
administration, in Walker's terms, is the liberation of the maximum
potentialities of the individual pupil and the individual teacher.4
One top of this, the head of a school has, in tradition, come up
through the ranks and his promotion depended very much on his ability
to teach,5 rather than to manage. In fact, not many school princi-
pals have thought seriously about the administrative side of their
schools nor would they like to be viewed so much as executives
as they would instructional leaders or curriculum innovators. 6
Hence, for a long time, the administration of a school has been
dependent for its insights upon folklore, revelations, and authori-
4 W.G. Walker, Theory and Practice in Educational Administration,
(St. Lucia, Queensland: University of Queensland Press, 1970), p. 18.
5 Ibid., p. 6 and p. 66.
Also, in Hong Kong, the basic qualification of a public
school principal is minimum of five years teaching experience plus a
Diploma in Education.
Also R. S. Peters ed. The Role of the Head (London: Routledge,
Kent Paul, 1976), P. 25.
6 Alec Mackenze, "Educational Administrators' Time Managements"
The Business Quarterly, Summer 1976, p. 66.
4
tative opinions.
However, in reality, a principal is held responsible for the
internal organization, management and discipline of his school.
Although some principals can operate in a cherismatic way and preside
in a paternalistic and benevolent manner while everything still
goes smoothly, the crucial test of any school comes when the genius
leaves. Indeed a school cannot, any more than business institutions,
depend on a superman to staff its managerial and executive position
as there are too many institutions to be staffed. It is therefore
important that the school be structured so that it can function
with people of normal endowment, and that professional skills be
developed such that they can be used by an average school administrator.7
Interest in school management has grown greatly in both the
United States and Australia and to lesser extent in Britain.8 In
Hong Kong attention is still focused on the training of professional
teachers rather than school administrators. In fact six teacher
training centres, four run by the government and the others by the
two universities, are graduating every year more than two thousand
graduate and non-graduate teachers to staff the primary and the
secondary schools mainly in the public sector only a few of them
7 In Hong Kong, school managers are equivalent to directors
of the board of a commercial firm. So the term administrator is
used throughout this Thesis to mean school manager, principal, or
both.
8 Walker, Educational Administration, p. 47.
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will take up school management at the post-graduate level, 9 and
the pre-requisit qualification is either a certificate or diploma
in education indicating he or she has been trained as a teacher.
As for the study of school management, the influence of
business management is significant. Comparing the school uo a
factory, and children to'raw materials, Ellwood Cubberly, as seen
in his school management text book, was obviously influenced by
Frederick Taylor. The human relations approach developed by Mary
Parker Follet as an attempt to improve efficiency in the Taylor's
sense was also absorbed into the discipline of school management
and eventually provided the central theme for the first education
of Bassett, Crane, and Walker's Headmasters for Better Schools. In
the post-war years, the influence-of Taylor, Follet, Mary, and
Barnard continued to be reflected in the educational text books such
as Halpin's Administrative Theory in Education, and Campbell and
Gregg's Administrative Behaviour in Education. Later increasing
emphasis was placed on the implications for the administrative
process of psychology and sociology as research into the psychology
of leadership and leadership behaviour produced results. However,
only after the systems theory emerged in the 1960's has the management
9 In the Chinese University of Hong Kong, school administration
was offered to the Diploma of Education students as one of the
required courses from 1965--1976 and as an elective course since 1976.
In the University of Hong Kong, same subject has been an elective
course to Certificate of Education students since 1978 and approxi-
mately 1/3 of the students would select it. However, none of the
M.A. (Ed.) students in either universities have ever majored in
school management. For more details, please refer to Appendixes
I and II.
6of a school been seen in an integrated perspective.
The overriding influence of business management theories
and constructs is best seen in The Principalship: foundations and
functions of James M. Lipham and James A. Hoeh, Jr. In The Princi-
palship, the general systems theory, social systems theory, values
theory, organization theory, role theory, decision theory, and
leadership theory are presented as the foundations of school manage-
ment. At the same time the daily operations of a school are also
discussed at length in terms of instructional program, staff personnel,
student personnel, financial and physical resources, and school-
community relationships.
If we compare a school to a business firm in terms of management
studies, we shall find both are institutions, organizations, systems
or whatever we name them and are the same in their vertical dimensions
for planning, decision-making, implementing, and controlling. Although
the term contingency theory, or approach, does not appear in The
Principalship, it is well covered in Chapter Two where systems theory
has been discussed at length. However, if the school and the
business firm are seen together in their horizontal dimensions, or
functional aspects, we shall find the-school completely in lack of
marketing.
But, The Principalship, however is not the only book from which
school marketing is missing. Since the planning of this thesis
commenced, the libraries of the Chinese University of Hong Kong, the
University of Hong Kong, the Hong Kong Polytechnic, and the Urban
Council have been searched for the location of a book, or a journal,
7
that may cover the marketing of school education. Nevertheless,
the searching effort has been tried in vain. The most relevant
publication is perhaps a doctoral disertation of Jeanne E. Budig
entitled The Relationships Among Intercollegiate Athletics,
Enrollment, and Voluntary Support For Public Higher Education
recorded in Dissertation Abstracts International- A, December, 976.
While publications on marketing are largely commercial, those on
education and schools would not go beyond public relations to talk
about advertizing and student recruitment. It seems that student
recruitment, or the marketing of a school service, is a matter of
course and not for anybody to. worry-not even for Philip Kotler
before 197910 and the like advocators of social marketing.
On the contrary, schools do advertize for students, although
their advertisements may be as unsophisticated as plain announcement
of school location and examination dates. Further more, if the
aim of a school is to develop students, the school should not exist
without students nor should the importance of student recruitment
be ignored. The only chance for a "marketing-illiterate" to function
as a successful principal is perhaps when the demand for school places
far exceeds the supply. He or she will however get into trouble
as soon as that trend reverses itself, or when the needs, real or
perceived, of the potential students changed unnoticedly. Actually,
this is the case for the Good Christian School under study and it is
also true for most other private schools in Hong Kong since the
government announced its new education policy in 1974. This has
10 Journal of Marketing, January 197 9, p. 37.
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upset the long time balance of demand and supply for school places
and developed into a situation unfavourable to the development of
those schools in the private sector. It is, therefore, a good time
for marketing management to be recognized and studied within the
context of school management.
For the socialists who are anxious to have the government
responsible for a universal education, the life and death of a private
school may not constitute an important issue for detail study.
However, if the private school sub-system collapses, the whole
education system would come under the central control of the govern-
ment which is only good at producing universal or identical products
that are in turn far from desirable in a highly sophisticated
society such as Hong Kong. In order to safeguard that the government
will not deprive the right of its people in obtaining the kind of
school education they desire, private schools must be made competitive
enough to exist in the total education system.
The major contribution of this Thesis is thus two fold.
Theoretically it has broadened the horizon of the school management
by accertaining the significance and the practicability of the mar-
keting management in the school context, both at crisis and during
the normal course of operation. In practice, it has assited the
administrators of the Good Christian School to survive a crisis and
prevented the School from being closed down. Besides, it has also
developed some models by which a school may be studied for problem
identification, the management of a school improved, or strengthened,
in the shortest possible time for crisis fighting, and the variables
9of the consumer behaviour and needs of school education identified
for strategic planning. Hopefully, this piece of experience can
benefit other schools, either in similar situations or in identifying
ways to improve their competitiveness.
1.3 Nature of the Thesis
This Thesis is a complement of the general study of school
management. Previous studies have covered all major aspects of a
school except its marketing function, or in particular, the needs
and behaviour of the school education consumers manifested in the
selection of a school.
Rather than developing new marketing theories, this study is
more concerned with the applicability of the commercial marketing
concept and techniques in the field of school management. The
thesis is that marketing is the underlying force of effective adjust-
ments which are necessary for the viability of a school system.
Nevetheless, as a result of this study, two theoretical models have
been constructed for more convenient, if not more accurate, assess-
ment of the operations of a school and the consumer behaviour of
its students.
In order that the applicability of commercial marketing in a
school setting can be examined, the school has been considered as a
social system and its operations observable in certain standard ways.
Further more, a school which has once been successful for fifteen
consecutive years but has failed in recent years has been chosen as
the object for observation and experiment. The thesis will establish
whether or not the school under study is found to be failing for
10
being ignorant of marketing but successful after improving its
marketing operations.
It is expected that this study may be criticised for selecting
only one case history. There may be other approaches for collecting
evidence. The difficulty experienced in the process of implementing
this study is that educators will still find it difficult to accept
the marketing concept. People operating a private independent school
on a profit-taking basis are no different. To many people, marketing
means commercial and profit-taking activities while education is a
lofty idea which should never go commercialized. Moreover, people
are still conservative in Hong Kong. Very few of them would like
to speak up in public or voice out their opinion openly. Even
fewer people want to be studied, lest their weaknesses may be
exposed. Professors who have been looking for write-ups of cases
to enrich their case teaching program Cold have similar observations.
Apart from the shortage of willing samples, there is also the
difficulty of obtaining similar samples. Schools in Hong Kong may
be different in the size of student body, facilities, physical out-
look, sources of financial support, background of the school manage-
ment and etc. and these are often considered as influential factors
to the popularity of a school. On the other hand, the researcher
is badly short of time. In fact at a time when marketing is new
and unacceptable in the education circle, it is time-consuming not
only in promoting the idea of this study to potential supporters but
also, when the potential supporters are converted into sample
schools, in introducing the marketing concept and techniques to the
11
key personnel of the schools to ensure satisfactory cooperation.
After all, this is a pilot study to which antecedent experience
is unavailable. In order not to overcomplicate the issue but to
keep it manageable, there is the need to limit the scale of the
study to only one sample school.
Before passing, the usefulness of marketing may need clearifi-
cation. There is no implication that marketing could solve all
problems of a school or to help all schools in Hong Kong to, survive
the crisis situation due to the fact that the market for school
education is over-saturated. On the contrary, it may be more
logical to believe that marketing is only helpful in strengthening
the competitiveness of individual schools apart from serving as a
tool with which the school management may understand more of their
strengths and weaknesses. When the time comes for marketing to be
practised in every school, the success and failure of a school will
depends on how well marketing is practised if other conditions
are still held constant.
1.4 Statement of the Problem.
School education in Hong Kong began with private schools
independent from government financial support. Although government
participation came in as early as 1947 and since then tried very
hard in expanding in the public education sub-system, the private
school have out-numbered their counterparts in the public sector
for more than a century. In March, 1976, more than 72% of the
12
secondary school students studied in the private sector. 11 The
private schools are indeed an important subsystem in the total
school education system in Hong Kong. However, the importance
of this sybsystem will soon fade away when the new government
education policy announced in October, 1974 is implemented to full
scale.
In fact the government has decided to extend the 6 year
universal education in the primary level up to 9-year so as to cover
junior secondary education in the first three years of secondary
school and a subsidized education of two more years for 50% of
those who have completed the junior secondary education. In addition,
the government will also provide subsidized or free special institu-
tional education such as the Police Cadet School and the craft-level
courses in adult education centres and social centers for children
and youths for the remainder of the school age population. It
looks as if sooner or later, the market share for the private schools
will drop from 70% to 25% or even less.
Apart from the potential decline of market share, the public
schools are much better off than most of the private schools in terms
11 From unpublished document prepared by the Statistical
Section of the Government Education Department. See also the
Review of Government Policy in Education and the Stiuation of
Private Schools, an official publication of the Hong Kong Private
Anglo-Chinese Schools Association, in November, 1976.
13
of financial resources,12 equipment, and facilities.13 For this
reason, they can afford to charge no school fees in the primary and
the junior secondary levels, or low fees in the upper forms 14 but
15
on the other hand pay their teachers a much higher salary. While
12 While the government subsidizes about $3,000/year for a
student in a government school and about $2000/year for a student in
a subsidized school, a private school relying entirely on student
contribution collects an average of $950/year from a student. On the
other hand public schools are all rent-free while the private
schools are usually paying $2 to $4 per sq. fit. See South China
Morning Post, May 31, 1977, p. 10.
However, the amount government subsidy on per year per
student basis quoted in Education Policy, 1974 (i.e. Hong Kong White
Paper 1974: Secondary Education in Hong Kong Over the Next Decade)
published by the Hong Kong Government Education Department was a bit lower.
13 All public schools have their own school buildings, basket-
ball-courts, two to three laboratories and special activity rooms
for music, painting and etc. Most private schools have only one
laboratory but neither basket-ball court nor special rooms. Actually,
many of them are accomodated in rented flats in some commercial-cum-
residential buildings.
14 While school fees vary from school to school and from grade
to grade in a range between $600 and $1,400 per year in the private
sector, they are almost standardized at $400 per year in the urban
area or $200 per year in the rural area for a student in the public
schools offering a 5-year secondary school program. As for the
matriculation classes, a public school will charge $50 more per year,
and a private school $100-$300 more. In other words, the school
fees in the public schools are only half of those in the private
sector. Beginning in September, 1978, no students aged between 6-14
and studying in Primary 1 to Form III in a public school or under
the Bought-Place Scheme are required to pay school fees.
15 From Government Staff List 1977, the monthly salary scales
of the public school teachers are as follows:-
1. Non-Graduate Teacher
a/ Certificate Master $1,850-$2,580
b/ Assistant Master $2,720-$2,580
c/ Senior Assistant Master $4,180-$5,060
2. Graduate Teacher
a/ Asst. Ed. Officer $2,310-$5,060
b/ Education Officer $5,060-$6,180
c/ Senior Ed. Officer $6,465-$6,795
14
a few of the private schools may have comparable equipment and
facilities, or employ teachers with the same level of qualifications. 16
none of them would be able to set school fees as low as their counter-
parts in the public sector. Besides, the private schools are often
labelled with second class or sub-standard because their students
in public examinations are in general less successful than those in
the public schools. 17
At this point of time, the most interesting question to an
individual private school administrator could be: Can a private
school survive inspite of these factual disadvantages? Or, to be
more practical: How can a private school recruit enough students
under these disadvantageous conditions? To a pessimistic person the
asnwer is probably No or that a particular private school would
have to be, given the same'or even more financial assistance the
public schools have enjoyed.
In an interview with the researcher, a senior office-bearer of
the Hong Kong Private Angle-Chinese Schools Association, hereafter
referred as the Private Schools Association, expressed that around
80% of the member schools were pessimistic about their future.18 He
16 Such as those under the English Schools Foundations. However,
schools under this Foundations charge $350 or even more per year per
student i.e. more than double of that charged by an average private
secondary school.
17 Hong Kong Observers, "Even learning shops must have standards"
South China Morning Post, 9th May, 1977 p. 10.
18
This is one of the 10 educationalists interviewed for general
information of the school education in Hong Kong with emphasis on the
crisis situation of the private schools. In stead of a one-time focus
groups interview, the enterviewees were visited individually. This.
was done on 18th October, 1977.
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also doubted very much if the school under study would have any
chance to survive the crisis situation as it was new in running
secondary school programs.. 19 unknown to the general public, and
above all, still excluded from the Government Bought-Place Scheme 20 at a
time when the 9-year free and compulsory education policy was due
for implementation.
In another interview, 21 the Chairman of the Private Schools
Association declined to consider if the crisis situation should have
anything to do with the performance of the private schools. On the
other hand he was quite proud of their achievement obtained in a
disadvantageous position. In his opinion, given the same resources,
the management of a private school would be as good as, if not out-
performing, their counter-parts in the public sector. Probably a
number of people would share his opinion, not to mentioned the des-
perate private school administrators. To these pessimistic people,
the crisis situation arising from a sudden change of government
policy, can be boiled down to a financial or a resource problem.
Obviously, they have assumed:-
19 At the time of interview, it was in its second year running
a secondary school program up to Form II although it had been operating
a kindergarten and primary school program for nineteen years.
20 According to Education Policy 1974, before sufficient public
schools are built, the government would subsidize 67,320 places in
1974, 96,461 places in 1979 and 38,809 places in 1983 in the private
schools, so that the pupils are only required to pay the same fees
and are eligible for the same privileges in respect of fee remission
as those in the public schools.
21 At the interviewee's office on 14th October, 1977.
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1. The amount of school fees charged is the key factor to consider
in the process of selecting a school for study, and given the
opportunity to choose consumers of school education, i.e. the
students and/or their parents, would select a school where the
fees are lower.
2. Other important factors are
a/ school accommodation
b/ equipment and facilities
c/ good-will or reputation
d/ teacher's qualification
3. The management of the private schools are adequate. Given
sufficient resources, they would be made as competitive as, if
not more than, the public schools.
People who believe so may have a point. Nevertheless, up to
now there is'still no evidence that the private schools would be
more competitive than the public schools even they were given same
resources. Since the government is firm in its policy to build a
sufficient number of public schools, rather than keep on relying on
the private schools for the provision of universal education, some
how some schools would be found redundant and have to be phased out.
In the final analyses, the problems as to what kind of schools will
survive, remains unsolved.
1.5 Specific Objectives of the Study
Probably, the most straight-forward answer to the question as
to what kind of schools will survive the crisis situation arising
from a change in government education policy is: those schools where
17
administrators can manage the crisis situation.
According to Horton, Jr.22 a crisis should be dealt with in
an orderly and rational manner and the procedures and machinery for
dealing with crisis situations need to be seperated from those for
dealing with routine situations. Apart from descriptions of some
techniques such as "Hot-line", "Scenario Writing" and "War Room,"
the basic elements of crisis management are suggested as:-
A. Crisis detection and definition.
B. Response framework planning in light of crisis variables such
as:-
a/ primary character (nature, seriousness, immediacy),
b/ expected duration and escalation potentials,
c/ geographical area affected, and
d/ conflict commitments.
C. Response framework programming monitored by the special crisis
management machinery and procedures.
D. Full operation as characterized by the complete functioning of
project office, the various task forces, and the many communication
linkages.
E. Crisis transition.
F. The post-crisis period.
The above-mentioned procedures for Crisis Management looks
orderly and rational. Unfortunately he mentions very little about
the techniques for crisis detection and definition, except
22 Forest W. Horton, Jr., Reference Guide to Advanced Manage-
ment Methods (New York: American Management Association, 1972),
pp. 59-63.
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"A crisis cannot develop... without some warning.
if charts care posted regularly and reports are
evaluated routinely, the potential problem situation
often comes to light in the form of exceeded
operating threshold tolerances, competitive products
newly introduced, sharp price changes, sharp stock
price changes, or wide variation of regional or
district figures from the national averages. If
management systems are functioning smoothly and
information is flowing routinely, the skilled manager
can usually detect the signs of an incipient crisis."
Since a crisis is often recognized all of a sudden, and since
assumption has been made earlier in this chap ter that most organiza-
tions should count on the services of ordinary managers rather than
supermen, a more practical model seems necessary.
Returning to the basic, a crisis is:
"The collapse of a period of prosperity,.... It is a
turning point or decisive moment at the crest of a
business cycle when it becomes clear that the price
structure has become top-heavy and that the next move-
ment must be doward. It may be precipitated by a sudden
realization that prices have gone too high (buyer's
strike) by a sudden restriction or stingency in the
supply of credit, by an unexpected bankruptcy of some
conspicuous bank or business concern, or by outbreak
of war. A crisis may be followed by a panic and is
23
almost invariably followed by an industrial depression."
Or, as Mill has been quoted as saying in Political Economy:
"There is said to be a commercial crisis when a great
number of merchants and traders at once either have,
or apprehend that they shall have, a difficulty in
meeting their engagement."24
Thus crisis is seen through the eyes of both an independent observer
and an insider manager.
23 Encyclopedia of Banking and Finance, 1962.
24"Crisis" in New Standard Dictionary of the En fish Language.
1962
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To the insider manager, a crisis
1. Threatens the goals of the decision-making unit, and,
2. Surprises the members of the unit.
Such an interpretation of crisis is often recognized by psychologists
and social workers as stimulus-response model in which crisis acts
as a stimulus while the decision a response. 25
To an independent observer, a crisis can be seen in a systemic
perspective, and is referred to situations which have important
implications for the stability for some pattern of interactions or
sys tem.
System, according to Shrode and Voich, is a set of interrelated
subsystems, working independently, as well as jointly in pursuit of
common objectives, and value criteria for the system as a whole, its
member systems, and the super-system in which it is embedded, 26
Apart from contributing to the effective functioning of its super-
system, the system must on the other hand receive from its super-
system-inputs which are to be used as resources of energy. Since
the system has to be responsive to both its super-system and its
internal needs, it must also be able to maintain a balance among its
subsystems and the super-system as well. Again since super-systems
are seldom static, the operation of a system will be disturbed from
time to time. To be viable, -is therefore to be able to undergo a
25 Charles F. Hermann, International Crisis: Insights from
Behavioural Research, (New York: The Free Press, 1972), p. 13.
26 W. A. Shrode and D. Voich, Jr., Organization and Manaenent,
(Illinois: Richard D. Irwin, 1975), p. 137.
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disruptive sequence of events without breaking-down, or to maintain
a dynamic balance among all parties concerned as changes occur both
in the system within and its super-system without. As Ashby has
pointed out, systems in general have an adaptive behavior similar
to the.... vital mechanisms of an organism, in the perpetuation
of equilibrium.27 Hence, whether or not a system can maintain or
achieve equilibrium will depend on the adequacy of its adaptive
behaviour. On the other hand the system may be considered in crisis
once the equilibrium is upset to such an extend.that there is no
obvious evidence for the old balance to be restored or a new one
achieved.
Coming back to school education, individual schools may be
considered as one of the functionally differentiated subsystems of
the school education system which is in turn a subsystem of the
broader social system and the inevitable increase of school places
resulting from the new government education policy as one of the
changes occuring in the school education system and disruptive to the
individual schools. Obviously, an individual school which can manage
the crisis situation is the school which can maintain or achieve
equilibrium and has an adequate adaptive behaviour.
Assuming that only schools which can manage the crisis situation
can survive, it would be desirable to study the adaptive behaviour
of a school. In case of this study, the following steps will be
taken:-
27 Charles F. Steilen, The Impact of Environmental Change on
Consumer Behaviour, (unpublished D.B.A. dissertation, University of
Oregon, 1970), p. 14.
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1. The first step is to determine the variables which characterize
the adaptive behaviour of a school in crisis.
2. The second step is to work out a model of a school in equilibrium.
3. The third step is to test the hypothetical model through appli-
cation in live stiuation.
4. The final step is to revise the hypothetical model in light of
experience obtained from testing.
Hopefully when the above objectives are realized, a workable
model would be identified for the schools which are determined to
manage the crisis situation.
1.6 Organization of the Thesis
This study investigates the adapative behaviour of a school in
a crisis situation arising from environmental change. Since a system
is interpreted as a set of interrelated subsystems working independ-
ently as well as jointly in pursuit of common objectives and value
criteria, the behaviour of a school will be seen from the manifestation
of its various functions, and the adaptation process conceptualized
as the coordination of these functions, as well as those in the total
system of school education.
While the adapatation concept will be explored more fully in
Chapter Two, a macro view of the live adapatation of a school will
also be stated in Chapter Four after some background information of
the school education environment in Hong Kong is given in Chapter
Three. Similarly, before the micro view of the school adapatation
behaviour against environmental change based on the experience of
Good Christian School can be developed in Chapter Five, some background
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information of the study at micro level will be presented. When
it comes to Chapter Six, a hypothetical model for crisis management
derived from the observations reported in the previous chapters
will be readily available. Chapters Seven, Eight, and Nine will
cover a research project in respect of the needs and consumer
behaviour of the target market of the Good Christian School and
form the foundation of the test model in the following chapter.,
However, Chapter Ten, apart from giving details of the Crisis
Management Model, also conceptualises crisis management and related
issues. For ease of reference, these will be summarised in the
final chapter with special reference to the implications of
crisis management and school marketing. Hopefully the findings
and inferences related to this Thesis will be useful to the
management of a school which is in a crisis situation. In addition,
unresolved problems are high lighted in the final chapter and
recommendations are offered for future research.
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2.0 A FRAMEWORK OF REFERENCE
2.1 Adaptation E uilibriun and Crisis Management
It was suggested in the previous chapter that the survival of
a school caught in a crisis situation depends on its ability to
maintain, or to achieve, a state of equilibrium. Such an ability
is well manifested in the organs nations adapative behaviour.
Although the ability for a school to achieve equilibrium is
difficult to quantify for measurement, the adaptive behaviour is
clearly observable. In a state of equilibrium, a school is expected
to receive from its environment imputs in the form of personnel,
finance and material resources on the one hand, and to produce for
its environment school places and a type of trained capacity'
on the other. Thus the school and its environment are mutually
affecting changes in either party would necessitates a redefinition
of the relationship between them. Since a crisis often begins with
environmental changes, it may be a good idea for a school to achieve
equilibrium through attempts to control the environment directly.
However, changes could be partly amenable to manipulation. In such
a case, the school would be required to adjust internally or to take
Max G. Abbott, The School as Social System: Indicators for
Change in Managing Change in Educational Organizations, Sociological
Perspective, Stragies, and Case Studies, ed. by J. Victor Baldridge
and Terrance E. Deal (berkeley, Calif.: MuCutchan Publishing
Corporation, 1975), p. 176.
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dual approaches simultaneously if the situation warrants. Whatever
the case may be, environmental control and internal adjustment
are evidently the two basic alternatives a school can have for
achieving equilibrium or crisis management-. Although the effective-
ness of these two approaches is still subject to verification, a two
dimensional framework is readily available for the observation of the
adapative behaviour of a school.
2.2 A Guideline of Analytical Observation
For analysis, the external-internal adapation framework looks
a bit over-simplified. in fact, both areas of adaptation could be
subdivided into infinite study units, However, resources are always
limited. What Abbott suggests to a school regarding adaptation is
reacting minimally to those forces that are peripheral or transitory
and adjusting intelligently to those that are basic and enduring.2
To study infinite units of any system is indeed not only prohibitive
but also unnecessary. Perhaps what should not be left out from this
study are the categorical units to be derived in the following sections.
Apart from unit of study, the method of observation may deserve
a few words here. Generally speaking, any one research project,
would generate both secondary and primary data. The same thing will
happen. in this research project. In order to generate primary data,
the researcher will investigate the daily operations of a particular
school and determine how it reacts to environmental changes. In so
doing, he will attach himself to the school and attend to its adminis-
2 Ibid., p. 176.
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tration on a regular basis. This for classification purpose, is
called primary or direct observation.
Since a school is constituted with people and administration
supported with paper-work, during the attachment period, the
researcher would:
1. go through all document of the school.
2. talk to the principal the teachers, supporting staff, and some
of the students of the school observed their reactions among
themselves and to the problems confronting them,
3. talk to the managers of the school and participated in their
meetings.
4. talk to the district education officers of the government, as
well as some of the active memebers of the sponsor4 of the
school.
Nevertheless, the researcher has maintained himself in contact with
the school management since the official attachment was completed.
To minimize bias and misconception, a general idea or some
baseline information of the operations of an average school,
especially its adaptive behaviour would be desirable. This has
however been achieved by:-
3 The attachement began in February, 1977 shortly after the
researcher had obtained the consent from the school management to use
their school as the object of the study. Originally, it was scheduled
to end in February, 1978 so as to allow the researcher to finish
his thesis in time for an M.B.A. Degree. However, it has been
extended for six months as the researcher was required to implement
the remedial program designed for student recruitment.
4 This was the good Christian church, though legally and organi-
zation the sponsor or the good Christian school under study was
physically accommodated in the school.
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1. reviewing sane of the literature on local school education in
respect of school operations.
2. interviewing ten arbitrarily selected local educationalists.5
Obviously, data and information generated from personal interviews
are primary in the regular sense. The interviews so conducted may
be referred to as secondary observation, lust like the literature
studies, since many more interpretations and inferences are likely
to be involved.
2.3 Units of Study Regarding
Environmental Control
In an attempt to relate environmental control to organizational
viability, Abbott points out:-
Special legislation has been enacted to ensure the
necessary financial resources for continued operation.
Autonomous agencies have been established to insulate
the school organization from the influence of other
political agencies. Public relations efforts have been
engaged in to convince the general public that the
schools were performing their functions adequately,"6
As for Baldridge and Deal,
The educational environment does not consist solely
of parents, students, and the local community. It
does include... teacher unions... government agencies
Other educational organizatons and the prevailing
professional or educational climate."7
5 Six school principals (2 senior office-bearers of the Private
School Association, another 2 principals of private schools, 2 prin-
cipals of public schools), three government education officers, and
one education lecturer of a local university.
6 Abbott, "The School as Social System," in Mana,ng Change in
Educational Organizations, p. 177.
7
Baldridge and Deal, "Introduction" in Mana .,g Change in
Educational Organizations, p. 30.
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In summary, the environment of a school is multi-dimensional and can
be seen as:-




Being so categorized, the various facets of the educational
environment are equivalent to the uncontrollable variables of market-
ing management8 except that the problem of competing for students,
or consumers of school education in the commercial terms, is, in
this case, overlooked. In line with this ''oversight''. the education-
alists would only discuss students and their parents under the heading
of social and cultural environment, rather than taking them as the
ofcus of attention.
2.4 Unit of Study Regarding Internal
Adjustment
Culbertson as he was quoted in Theory and Practice in Educational
Administration claimed that the most important aspects of the adminis-
tration process are decision making, morale-building, and initiating
change.9 in addition to Culbertson's key aspects, Walker suggested
the following facets:-
1. formal and informal organization
2. formal and informal communication
8
McCarthy, Basic Marketing, p. 88.
9
Walker, Educational Administrate, p. 20.
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.3. organizational authority and responsibility
4. organizational behaviour of the principal 10
As for Stephen Bennett, focuses for attention were: goals, policies,
structures, staffing, and management of behaviour the last point
may be further broken down into coordination and communication.11
Here a frame-work of observation comes into play. Except for
personnel management, a school is to be seen from its vertical
dimension and examined in terms of planning, implementing, and
controlling. Perhaps what invites criticism is that the frame-wrok
is too general and may obscure the fact that educational systems
have special properties which condition the propositions of organi-
zation theory in reasonably predicable ways. Claiming to be more
specific, Matthew Miles has suggested these proper ties to be:
1. goal ambiquity
2. input variability in terms of the quality of students
and teachers
3. role performance invisibility
4. low interdependence among the teachers
5. vulnerability
6. lay-professional control problems
7. low technological investment 12
10 Ibid., pp. 20-28.
11 Stephen J. Bennett, The School: An Organizational Analysis,
(London: Blackie and Son Ltd., 1974), pp. 98-1 04.
12 Matthew B. Miles, "Planned Change and Organizational Health,"
in Managing Change in Educational Organizations, pp. 237-41.
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Actually when Miles made these points,he had in his mind the health
problems of a school. I-wile input and technological investment may
be equivalent to the production and the finance functions of a
business concern, the quality of teachers, role performance, inter-
dependence, and lay-professional problems are different aspects of
personnel management. Of course, it is also workable to fit them
into the planning-implementing-controlling model for analysis purposes.
Perhaps the areas suggested by Abbott for innovations to be
introduced into a school may be even more to the point in serving
the purposes of an analytical observation here. These are, as Abbott
has put them,
subject matters content and organization,1.
2. instructional procedures and technologies,
3. methods of organizing students for learning,
4. methods.of organizing techers and students for instruction,
5. methods of organizing schools for administrative and
13
supervisory purposes.
Except for the last point which is about the controlling function
in the vertical dimension of a system, from points 1 to 4, Abbott is
talking mainly about student development, which is equivalent to the
production of a factory, and a little related to personnel management
in point 4.
Up to now, as far as the horizontal dimension of the school
is concerned, the educationalists are most interested in student
13 Abbott, "The School as Social System," in Managing Change
in Educational Organizations, P. 178.
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development and staff management. While some of them have touched
on the finance side of the story, none of them have shown any concern
for the recruitment of students, or an equivalent to the marketing
function of any commercial firm. However, a school whose primary
function is to educate students, needs students. Actually, if it
had not been the anticipated difficulty in student recruitment,
there would have been no crisis for schools, especially those in the
private sector. In such a circumstance, the need for a break-through
to include the marketing function of a school into the framework of
observation in this study is quite evident.
in addition to the finance, the production, the personnel and
the marketing functions, the overall goal and objectives of a school
will also come under inspection for two contradicting reasons. In
fact, these goals and objectives which provide a reason for a
system's existence and an anchor for the efforts of participants
in various functional areas of the system seen from its horizontal
dimension, are often sources of serious trouble. While achievement
is never possible except against specific, limited, and clearly
defined targets, goals in a system are often diffuse and vague. 14
On top of this, there may be discrepancy between the demands of the
environment and the goals of the system, or resources may be inadequate
for the achievement of the system's goals.
2.5 Marketing in an Educational Setting
Although it is well recognized that marketing has been excluded
14 Baidridge and Deal, "Introduction" in Managing Change in
Educational Organizations, p. 27.
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from school management, no organized study has been made to enquire
into the underlying causes. However, Jules Henry might have given
some hints in this respect as he was quoted saying:-
'tone should not confuse the so-called business ethics
based on.laws of contract, the stability of currency,
and the retention of the market--a satisfied market---
with moral principles that govern the relations
between human beings. They may resemble each other,
but the similarity is purely coincidental and largely
illusory. Between human beings one activates the
ideas of protection and suffering, because one feels
it is human to enhance the well being that is involved.
In the market the anchorage of value is always on
the self the anchorage of human relations is always
on the other. "15
More explicity, Taylor said:-
"... to think about relationships within a school in
business terms is to run the risk that people will be
enoucraged to behave in ways that are gtithetical to
certain fundamental education values."16
In this stage, it is difficult to say whether or not Henry and Taylor
have been right. What they have said is not more than a belief or
philosophy which has never been substantiated but is subject to
interpretation. On the other hand, apart from the need to try
business management techniques and concepts in a school setting,
there are increasing evidences pointing to their effectiveness.
Again in Taylor's own words
"Heads and educationalists discovered that the liter-
ature of organizations and the practice of management
specialists in industry, counerce, and the military
contained much that was relevant to their own
concerned"17
15 William Taylor, "The Head as Manager: Some Criticisms" in
The Role of the Head, p. 41.
16 ibid.
17 Ibid., p. 38.
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"Talk to heads and staff concerned, and you get the
impression that in many cases these (the management
terms) are not just cosmetic words for the same old
routine, but that a genuine effort to reconceptualise
the social process and dynamics of the school has
been made and the understanding thus achieved has
paid off in better relationships, more satisfying
teaching and learning and better results."18
In addition to this, from a systemic perspective, a school is
nothing more, or less, than a business firm. in the first instance,
they are both open social systems, departmentalized, and in
possession of similar categories of functions to perform. Between
a school and a firm, there may be a different degree of sophistication
in their organizational structure and application of the management
techniques. There is however no substantial difference. Even
those who hesitate to accept the business analogy cannot deny the
fact that a school produces services, sells them, and lives on
proceeds so collected. Moreover, the competition in the school
environment is just as keen as that in the business world. The
survival of a school depends no less on its ability to perform to the
satisfaction of its consumers than that of a firm except that because
of terminological difference. Consumers are called relevant govern-
ment officials and members of the Legislative and the Executive
Councils in the case of public schools, or students and their parents
in that of the private ones.
In the business world, marketing arises as a result of the
abundant economy where "business" must cater to their customers
rather than waiting the customers to beat a path to their doors.
By definition, it is:-
18 Ibid., p. 40.
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"The performance of business activities which direct
the flow of goods and services from producer to
consumer or user in order to satisfy custoemrs and
accomplish the company's objectives." 19
Philosophically, marketing
1. begins with the customer, rather than with the production
process, and determineswhat products to make.
2. forces a sense of mission and integrated effort.
3. requires profit, rather than just sales, as a goal of the
firm.
in practice, marketing is a continuous planning-execution-
control cycle. The importance of planning lies in its ability to
formulate an effective marketing strategy which includes the selection
of target customers, and a design of marketing mixes for them. For
planning to be effective, research must be employed to determine the
needs of the customers and how well the company is satisfying them.
At this point planning and control are overlapping, except that they
are different functionally. While planning focuses on locating new
opportunities, control aims at improving planning and execution. 20
It is too early to say that marketing should and can be practised
in a school setting since much of the theorizing work is still undone
while the terms like "customer", "goods", "services", and "profit"
sound so antithetical. Nevertheless, it is quite evident now that
such a concept has provided a possible direction for enquires into
the operational mechanism of a school and in particular, the causes
10 McCarthy. Basic Marketing, p. 19.
20 The marketing concept in this section is adapted from
chapter II of Basic Marketing.
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underlying the present crisis situation.
If marketing should be practised in a school, the school admin-
istrator, as the head of the school, must be wholeheartedly committed
to a customer orientation. This means he has to understand the
needs of his students and their parents or in some cases those of
relevant government officials and sponsors. It also means that he
has to work out his school programs in such a way that the needs of
his students and their parents are met most efficiently and effectively.
The customer oriented concept may be incredible to the con-
servative people, because the autonomy (of the head) has traditionally
been exercised in a very authoritarian and paternalistic way at the
expense of that of others-pupils, assistant teachers and parents in
particular. 21" But, change of the tradition is not impossible.
According to Peters, again:
"From the end of 1960's onwards, however, there has
been a growing debate about the role of the head,
which is part and parcel of the widespread demand
for more participation in decision-making in the
community as a whole."22
In fact, if the students are slow learners, there is no reason
for the teacher to run his program fast. If the students in general
have no interest in learning technical or craft subjects, technical
institutes would find it more difficult to enrol students than other
type of schools.
The second step a marketing oriented school administrator can
do is to find out the group or type of students his school can
21 Pters, The Role of the Head, p. I.
22 Ibid.
35
serve most efficiently and effectively. Or, he may develop in the
other way round a specially designed program different from the
competitor'schools and yet satisfactory to his students. In
commercial terms, these two approaches are known as market segmenta-
tion and marketing mix differentiation. Again the suggestion here
may look antithetical to those conservatives. However, it has also
been a long time fact in Hong Kong that schools can be classified
into many different types. According to Henderson:
"Hong Kong has a peculiarly complex school and college
system criss-crossed and divided by various cultural,
political, and historical distinctions, reinforced
at some points by considerations of financial manage-
ment.... Thus there are English schools loyal to
the Crown and using English staff and English sylla-
buses there are communist schools with various links
with mainland China there are American-type schools'
and colleges with their own liberal objectives and
freer methods, and there are religious institutions
frank and open in their doctrinaire aims. In addition
there are various kinds of 'public service' type
government shcools and contrasting with those at
many points are wholly private schools."23
The existence of various types of schools in Hong Kong has probably
come out as a result of production-oriented mentality and for the
satisfaction of the school administrators more than that of the
students and their parents. However, such an existence also indicates
that market segmentation and marketing mix differentiation are
possible in the school education setting.
Furthermore, for the selection of target markets and the
development of marketing mixes, both market grid concept and the
4-P's model may be helpful.
23 Norman K. Henderson, Educational Problems and Research- A
Hong Kong Introduction, (Hong Kong: Hong Kong University Press, 1972),
p. 2.
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Apart from committment to a marketing orientation, selecting
target students and developing unique school programs, a marketing-
minded school administrator should also ensure that other functions
of his school are properly coordinated. Although a school is not
likely to have as many staff and departments as a business firm, it
still has.-various functions to perform. If they are not properly
coordinated, the staff employed, for example, may fail to carry out
the student development program in the way they should the financial
position may be found unfavorable for a new and promising project
the advertisement would not reflect the most important assets of the
school, or even worse, the strategies of the major functions may
contradict one another.
What makes a school distinct from other business practices is
perhaps the attitude towards profit. Traditionally school education
is a non-profit-making business. In most countries nowadays, it is
a social responsibility. Depending on the economic ability and
political climate of the country, it may be offered free or even
compulsory and for a certain length of time. Administrators of the
public schools are not in a position to worry if their books are
balanced or if there are funds for new developments. However, the
situation in Hong Kong is quite different. In the first place, the
private schools are in the majority. Secondly, schools in the public
sector have to justify their existence.24 In the commercial world,
24 Eighteen government primary schools were shut down in 1977
because student enrollment had been decreasing form some years and
the student bodies of these school were too small.
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a business must earn a profit not only to enrich its proprietors
but also to survive. If the income of a firm is barely enought to
cover its expenditure of the year, there will be no funds left for
reinvestment to meet the new demands in the future. The same is
true for a school. For example, furniture and equipment may need
replacement, the school premises may be due for redevelopment and some
new programs may be desirable for the maintenance of its drawing
power. These and similaiar activities are always in need of funds.
Although charitable schools may call on donations for these non-
recurrent items yet only those with a reasonable drawing power for
students would succeed in appealing for donations. As for the public
schools, the income system could be quite different from their coun-
terparts in the private sector. They still have to compete among
themselves for allocation of public money. Given other conditions
remaining unchanged the one more popular with students may have a
better chance to win a special allocation, or a bigger share of the
public funds. And yet the same drawing-power principle applies.
That is: Schools need funds and re-investment to build up their
popularity. Therefore a school administrator with a marketing
orientation should not be afraid of making a profit.
Experience in the commercial world shows the standardized
products turned out in quantity are often not profitable anymore in
head on competition with similar products. Many businesses have
been criticized for their worry over maintaining or increasing their
share of their current market, and of paying too much attention to
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finding ways to use a company's present resources.25 In order to
operate profitably, a firm must find new markets, new customer and
new ways of doing things. By looking for break-through opportuni-
ties, a firm may expand its horizon and find profit possibilities
which may otherwise be missed. Because of specialization, a school
is probably less flexible than a firm. Added with the special
kind of premises and facilities requirement, a school is also less
mobile than a firm. However, there is still plenty of room for
adjustment in the case of a school. For example, a school may offer
kindergarten education, primary education or secondary education, or
all of them. Medium of instruction can be either English or Chinese
or even both. Some schools may emphasize on academic achievement
while some others on community participation. As the educational
environment countinues to change, there must be unsatisfied markets
for school education. They way to locate new market opportunities
and obselete the school's own, or the competitors' strategies is
perhaps to pay more attention to the needs of both existing and
potential consumers of school education.
2.6 Summary
It has been suggested that a school is, like a business firm,
one of the many social systems the survival of which depends on its
ability to adapt to environmental changes and maintain itself in a
state of equilibrium. A crisis is at the same time considered as a
critical moment when a change in the environment has upset the
25 McCarthy. Basic Marketing, p. 41.
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equilibrium of a social system to such an extent that disequilibrium
looks likely.
To analyse the ability of a school in maintaining itself
stable, the school will be examined in terms of its external
adaptive behaviour, internal adapative behaviour, and the strategies
underlying these behaviours. Externally, a school is expected to
react to the social, cultural, political, legal, economic, resource-
wise, and competitive aspects of the environment it is embedded.
Internally, a school is expected to make adjustments in various
functions such as personnel management, student development, finan-
cial management, and marketing management. As for strategic planning,
implementation, and control, questions will be asked whether or not
1. they are consumer-oriented.
2. they are well coordinated as an integrated effort.
3. they meet the needs of the students and their parents, or
consumers of school education in general.
4. the integrated effort is directed toward a target group of
students.
5. programs are deferentiated to increase their competiveness.
6. attention has been paid to locating new opportunities or
has it been directed to cost-cutting and finding ways to
use the schools present resources.
7. the school management is determined to make a profit for
continuous reinvestment.
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3.0 SOME BACKGROUND INFORMATION
OF SCHOOL EDUCATION IN
HONG KONG
3.1 The Aim of This Chapter
As it was mentioned in the previous two chapters, a crisis
situation is often the result of an environmental change and that
the adaptive behaviour of a school can be seen from various aspects
of the environment it is embedded. I is therefore desirable
to have a look of the educational environment before going into
detail examination of the adaptive behaviour of a school. Moreover,
Henderson has also pojnted out:
"... reasonable judgement must rest not merely on a
sort of global or comprehensive view of what is
happenning in education generally, but also on an
understanding of the Hong Kong educational structure
as a whole rather than on a knowledge of any one
system within it. Sound judgement must also take
account of local needs and purposes and embrace an
appreciation of educational development and problems
in the Hong Kong context rather than on loose
comparisons with what is being done in the U. K.,
or on emotional outbursts stemming from personal
frustrations and over-idealized conceptions of
1
what schools should be like, anywhere, anyhow."
It is however realised that a thesis like this, which serves
as a partial fulfilment of a business administration degree require-
ment, is not a place for detail discussion of the various aspects
of the environment of a school. What needs to be done here is perhaps
a brief description of the social, cultural, economic, legal, and
1 Henderson, Educational Problems and Research, p. ii.
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political aspects of the society with emphasis on school education.
Hopefully information collected here will simplify the process when
the School adaptive behaviour comes up for discussion in the next
two chapters.
3.2 Geographical and Economic Aspects
of the Society
Hong Kong has been a British Colony since 1842 at the Southern
end of China Mainland. It is in total area roughly 400 square miles
comprising Hong Kong Island, the Kowloon Peninsula, and the New
Territories. The last component which has been leased from China
is about 366 square miles and including all the land north of Kowloon
up to the'Chinese Border as well as 235 adjacent islands or islets.
Hong Kong Island is steep and rugged with a spine of hills.
It is however the main business center of the Colony.
Between the island and the mainland of Kowloon lies Hong Kong's
famous natural harbour extending for around twenty-three square
miles, and is almost land-locked, averaging from one to three miles.
It's a main entrance is a deep water channel capable of taking vessels
drawing up to thirty-six feet of water.
Kowloon, across the harbour is the Colony's main industrial
area due primarily to the flatness of its terrain. Here are
the wharves for ocean-going ships, the railroad terminus and the
airport.
The New Territories although hilly and mountainous has been
most important for agricultural business until the recent years.
In fact the total land area of the Colony suitable for agricultural
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purpose is about 14% and most of it is located in the New Territories.
For geographical reason, this part of the Colony will continue to
entertain most of the agricultural business for some time. How-
ever, with the exception of Kwai Chung and Tsuen Wan which have
already developed into a container terminus center and an industrial
town, all major districts in the New Territories will soon be
converted into new towns to ease the congestion arising from over-
population in the Hong Kong Island and the Kowloon peninsula.
There is no direct relationship between geographical condition
and school education in Hong Kong. But, geography may affect
population distribution and the economy which in turn may influence the
development of school education.
Obviously, both sides of the harbour have been developed far
earlier than other parts of the Colony mainly because of geographical
convenience. In fact, there has been not only flat land for
residential, commercial, and industrial development
but also a good water way for transportation and commercial activi-
ties. For more than a hundred years, this area has been the focal
point of development. Since these two areas are now over-developed
and over-crowded, the need to develop new towns for decentralization
has never been more urgent. Under this condition, the demand for
school places could decrease in the old urban areas and increase
in the new towns and even more likely in the New Territories.
The geographical condition alone may not be a strong enough
reason for the forever expanding economy of Hong Kong. Nevertheless
the natural harbour and the fact that Hong Kong is in a geographical
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as well as political position to serve as a stepping stone to the
China market and international trade may explain why Hong Kong has
became an important trade centre especially before World War II or
the Chinese Civil War in the late 1940's. Incidentally, the various
economic patterns developed in different times have proved influen-
tial to the local people's need for school education.
Hong Kong in the 19th century was very much under developed.
At the beginning of the century, it was mainly made up of small
fishing villages and small scale farming households.2 School educa-
tion was confined to learning the Chinese classics by heart and
teachers were paid fees by their pupils. Church people began
building schools in about 1842 when the British gained possession of.the
Colony. The colonial government came onto the scene a few years later
subsidizing some of the voluntary and philanthropic efforts as well
as organizing government schools. Students in the public schools
were taught elementary Chinese subjects, Classics, Geography and
English language. The government policy was to charge no fees for
the public schools to supersede the Chinese private schools and to
promote English study. However, in a simple rural community,
nationalism prevailed. The Chinese preferred their traditional
education free from government interferance and Western traditions.
The wealthier families event sent their children to be educated in
Canton or their respective villages. 3
2 Hong Kong Government, Hong Kong Yearbook, 1961, (Hong Kong:
The Government Publication Bureau, 1962), p. 321.
3 Bowley Hoffman, Historical Development of Education in Hong
Kong, (unpublished M.A. Thesis, Monterey Institute of Foreign Study,
1970), p. 29.
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As a result, Chinese private schools grew in number and those
in the public sector attracted Chinese children of the poorest
class. Although there were 16 government schools, 100 grant-in-aid
schools and 108 Chinese private schools in 1898, more than half of
the children in the Colony did not attend school at the closing
years of the nineteenth century.4 This was another typical aspect
of a backward rural economy.
Although the British began trading with China early in 1681,
they did not use Hong Kong as a base for trading immediately after
they had possessed it. However as commercial activities grew in
the years after the British possession, English in Hong Kong was
found more acceptable for its commercial value. Besides, people
also began to consider whether or not school education should be organized
at elementary level for the many as part of the public administration,
or if it should be organized at a higher level for the elites as a
voluntary effort from the general public. 5
Trading continued to dominate the economy of Hong Kong until 1948
when the communist government completely established itself on the
China Mainland. However, industry was seen picking up slowly by 1898. 6
Both trading and industry might have grown more substantially as Hong
Kong provided impartial refuge for person and capital during the inter-
necine struggles over the border since the inception of the 20th
century. As a result of the growth
4 Ibid., p. 40.
5 Ibid., p. 37.
6 Ibid., pp. 26-27.
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of these two economic activities, school education became more
sophisticated. Evening classes to teach engineering, science, and
commerce were set up in 1904 and reorganized as the Hong Kong
Technical Institute to cover teacher training in 1907. At the same
time the College of Medicine founded in 1887 was also incorporated
as the Hong Kong College of Medicine, which became part of the Hong
Kong University legally established in 1911.7
Development of both the economy and the school education was
interrupted_ in the World War years. But, it did not take too long
to recover. In terms of the economy, it has continued in the direc-
tion of a modern industrial complex.
Every Hong Kong Year Book or trade manual, covering the period
since 1948, tells the story of amazing industrial and technical
expansion.8 In fact, the establishment of a communist regime in
China Mainland a few years after World War II did not only drive
the textile entrepreneurs, experts, labour, and capital to Hong Kong,
but also paralysd its entrepot business which had been the main
supporter of the economy.
As for school education, the destructive warfare might have
served as an impetus towards modernization since school premises,
text-books, and laboratory equipment all needed renewal and
addition. On top of this, the increasing economic emphasis toward
industry gave rise to a shortage of technically trained young people
7 Hong Kong Government, Director of Education, Triennial
Survey, 1964-1967, (Hong Kong: Government Printer, 1968), p. 4.
8 Henderson, Educational Problems and Research, p. 1.
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reflecting an urgent need for the expansion of technical education
and training in the use of the English language. According to
Hoffman:
"... this post-war period marked the beginnings of
curriculum change,... More English was offered
than ever before, even in primary schools. In
the secondary schools, more emphasis was placed
on science and on technical education. This
last named development was most fortunate in the
light of the expanding industrialization in Hong
Kong."9
In 1955, the Chinese Manufacturers Association offered to
donate HK$1 million towards the cost of establishing a technical
college if Government would match an equal amount and provide land
for a building site. Two years later the proposal materialized as
the Hong Kong Technical College and has expanded over the years
providing a wide variety of courses up to Higher Diplomas in
technology. Obviously, the high rate of industrial expansion
and consolidation fostered some community awareness of the desir-
ability of a modern up-to-day technical education institution. 10
Having expanded for more than twenty-five years, industry in
Hong Kong is now far more diversified. Beginning with textile, the
clothing, wig, travel, plastics, toys, watch, and electronics industries
have developed one after the other. Obviously more and more technically
trained persons are needed for various industries. As a result tech-
nical schools are increasing on increasing rate because the government
believes that:-
9Hoffman, Education in Hong Kong, p. 79.
10 Ibid., pp. 92-93.
47
"The increasingly sophisticated industrial require-
ments of the next decade will best be met by
providing workers with a basic minimum nine year
course of education but with a practical and
technical content of 25-30%."11
"After completing the three years junior secondary
course, children selected by means of a new public
examination in Form III will enter senior... forms.
It is intended 60% of the places should be in senior
secondary grammar forms and 40% in senior secondary
technical forms."12
Before passing, it should be pointed out that the government
has been cost-conscious in formulating education policies. In
April, 1965, the Government expressed:-
"The final aim of any educational policy must
always be to provide every child with the best
education... at cost the parents and the
community can afford... A less ambitious aim
of providing a free primary education... is now
re-affirmed, but recognized (as) incapable of
early achievement."13
So, the move in 1974 to provide nine-year free education in the next
decade reflects not only an influence of industrial development and
economic expansion over school curriculum but also the fact that
Hong Kong has evolved into a much more affluent society.
In fact, households earning $600 per month had decreased from
$72.9% of the total households in 1966 to 39.3% in 1971, while those
in the income group of $600- $1,199 had on the other hand increased
11 Hong Kong Government, Secondary Education Over the Next
Decade, (Hong Kong, Government Printer, 1974) p. 5.
12 Ibid. 3 p. 4.
13 Hong Kong Government, Education Department, Education
Policy, 1965, p. 1.
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from 17.2% to 40.7% and those above $1,200 from 919% to 20.0%.14
At the same time, a socially alert person would have observed that
many of the people in the resettlement houses who used to cook
their rice with a kerosene stove in the late 1950's have turned to the
electric rise cooker for convenience since the commencement of
the 1970's.
3.3 Social and Cultural Aspects
of the Society
Although a British Colony, Hong Kong is practially a Chinese
society as it is in geographical propinquity to China. It has been
a long time residence for the Chinese who account for more than
98% of its population. 15
The Chinese society in tradition as observed by the Western
people was unique in organization:-
"Headed by the imperial family, it was nevertheless
thoroughly dominated by a bureaucracy recruited
from the scholar-gentry class (who) possessed by
common consent the knowledge, ability and moral
excellence and served as the custodians of Chinese
cultural heritage."16
This scholar-gentry was by its very nature at the top of the social
scale and constituted a small percentage of the population. Below
this were the common people devided into peasants, artisans, and
merchants. As for ranking, the peasants who constituted 80% of the
14 Hong Kong Government, Report of the Housing Policy Committee,
1971, (Hong Kong, Government Printer, 1971), p. 10.
15 Hoffman, Education in Hong Kong, p. 14.
16 Ibid., p. 46
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population and supplied the entire population with food were still
higher in social status than artisans and merchants.
Apart from class-structure, the Chinese society was also
unique in its being welded together by confucianism. This great
ethical institution, which in a sense occupied in China much of
the place filled by both law and religion in the West, produced
strong social cohesion and extraordinary equilibrium. J7 The fact
is the Chinese family system in tradition incucated personal virtues
of probity and loyalty, sincerity and benevolence in each individual
member thus providing the. norm for social conduct. However, the main
source of virtues were the classics and the confucian injunctions.
In ancient China, only those who understood Chinese culture, knew of
confucius, and held scholars or philosophers in the highest esteem
were considered civilized human beings. This may explain, at least
in part, why the free education with western influence offered by
the government schools failed to supersede those private schools
of Chinese tradition in the early years of the Colony.
Since government officals were selected from the scholar
gentry class through official and open examinations in the Chinese
classics, education was the most important factor of social mobility.
In fact the Chinese have traditionally realized its importance to
the extent involving outstanding personal sacrifice to improve the
lot of their children through education.18 For both the poor and
17 Edwin 0. Retschauer and John K. Fairbank, East Asia: The
Great Tradition, (Boston: Houghton rlif f in Company, 1960), p. 30.
18 Hoffman, Education in Hong Kong, p. 60.
50
the rich, education could be regarded as a form of investment for
their own future and that of their offsprings. Although imperial
selection examinations no longer exist in Hong Kong, education
as a vehicle of social mobility remains unchanged. Besides, Hong
Kong has been created mainly for economic reasons. The British
influence has sufficiently made the Chinese westernized to recognize
the significance of a high salary and prestige job. As a result,
the westernized schools which offers better instruction in English, a
better chance for students to enter a university, to go into a
profession, or to go abroad for training have become more and more
popular. Actually the success of the Government Central School
in 1871 was already a sign of attitude change regarding the choice
of school education. 19 This attitude change has been further con-
solidated and reflected in the Anglo-Chinese schools becoming more
and more popular. 20
However, what has happened to technical education is somewhat
different. The low social status of the artisans and the merchants
19
It was the first time in about twenty-five year since the
colonial government had participated in the provision of school
education that a government school was well accepted. According to
Hoffman, this school offered a curriculum of four hours English and
four hours Chinese studies. While the four hours Chinese studies
satisfied the students and their parents-with traditional Chinese
education, the four hours English program was mainly accepted for
its commercial value. See ibid., p. 37.
20 The Anglo-Chinese schools first emerged in about 1926 may
be considered as a result of cultural interaction blending the Chinese
and the British traditions. These school although taught more Chinese
in the beginning, have eventually turned to English as the main medium
of instruction. To-day these schools are most numerous and the main
stream of the secondary school education in Hong Kong. For more
information, see Henderson, Education Problems and Research, p. 3.
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may have been a great handicap for the Chinese to appreciate
technical education. In fact, technology was excluded from the much
respected classics. In Hong Kong, the colonial government was the
first being alert to the need for technically trained people. As
it was mentioned in the previous section, engineering, science,
and commercial subjects were introduced to Hong Kong as early as
1904. After World War II, modern schools were organized to ensure
a constant-supply of technically trained young people. This
development however proved unsuccessful in 1948 because the Chinese
who had constituted the majority of the population did not
want their children to be trained as blue-collar workers. 21 The
psychology of the Chinese then is perhaps not too difficult to under-
stand. Apart from being low in social status, blue-collar-workers in
the past were used to working for much less income than the white-
collars, but for much longer hours and in poor conditions.
Such a situation was certainly far from desirable for those
who looked upon education as an aid to climbing up the social
ladder.
However, the Government has never been alone in the development
of technical education. The big donation of the Chinese Manufac-
turer's Association towards the founding of the Hong Kong Technical
College in 1955 reflected the insight of some of the local Chinese
community leaders, although not, necessarily that of the general public.
Donations for similar purposes have come from time to time. In
21 Hoffman, Education in Hong Kong, p. 82.
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fact, many of the Government and the subsidized technical colleges
and secondary schools are named after their major donors.
For people who deny themselves necessities in order to send their
children to school, satisfaction may not be limitted to their
children being enrolled at an Anglo-Chinese school.
What they want in fact is enrollment at schools of prestige.
These schools are usually get-result or competitive-minded and
operated with a hard-working and driving atmostphere. More than
often, they are part of a feeder school system*in which a child
is assured of easier access to a higher level once the child is
in the system and have a reasonable study performance.
It is not uncommon that parents are prepared to pay high fees for
this sort of school education especially in the primary level, in
spite of the fact that government primary schools have been virtualy
free and plentiful. 22
The family has for a long time been the most significant unit
of the Chinese society superseding the individual and the state,
not to mention the church. The family system has been both hierarchic
and authoritarian. For each individual, the family has been the
chief source of economic support, security, education and social
contact. It was, in ancient time, also a foundation for political
organization. 23 The status of an individual has depended much on
his position in the family by birth and by marriage. While age is
22 Ibid.
23 Reischauer and Fairbank, East Asia, p. 28.
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respected as a source of wisdom and authority, marriage qualifies
an individual as an adult upon whom falls the responsibility of
the family. In the absence of an older male in the same line of
decent, a married son will become the institutionally approved head
of his family. In a traditional Chinese society, the patriachal
father managed from the centre of authority everything of the
family ranging from property and production to marriages of his
children or grand-children.24
Nevertheless, traditions change over time. Changes of
tradition in China since mid-19th century have been characterized
by the in-road of Western culture, and were first noted in areas
where influx of Western products gained its access more easily. 25
Hong Kong being a natural sea port and a British colony has perhaps
witnessed the most remarkable changes. Apart from those reflected
in the selection of school education,changes in family authority
relations are also significant. According to Mitchell and Lo,
the authority of the male-line has deteriorated significantly
together with that based on age. Apparently, the mother-wife occupies
a new role and has become more important in the family, and the children
more assertive and independent while the patriachal father has
lost much of his control over the younger generation, or younger
brothers and sisters in the care of an older sibling. As a result,
more and more families in Hong Kong are constituted with egalitarian
24 Marion J. Levy, Jr., The Family Revolution in Modern China,
(Cambridge: Harvard University Press, 1949), pp. 94-95.




To Mitchell and Lo, the rise of assertiveness and indepen-
dence among the children today may call for a new type of school.
Hoffman also believes the change of traditional attitude towards
family relations has had effect on the education of Hong Kong's
children.27 But, for a thesis on school management it would be
desirable to explore more fully if such a change in family relations
would affect the policies of a school in both recruitment and
development of its students.
3.4 Political Aspect of the Society
The influence of politics on school education can be discussed.
at both macro and micro levels.
In the macro level, or internationally, Hong Kong is a British
colony and English has therefore become the official language even
though 98% or more of the population are Chinese. 28 Also for its
commercial value, English has become the most important subject
of study in the total education system. Being a British colony,
Hong Kong in principle follows the British system, such as law
26 Robert Edward Mitchell and Irene Lo, Implications of
Changes in Family Authority Relations for the Development of
Independence and Assertiveness in Hong Kong children in Asia
Survey, VIII, No. 4 (April, 1968), pp. 313-320.
27 Hoffman, Education in Hong Kong, p. 90.
28 The Chinese language was legalized as an office language
of the colony in February, 1974. See Hong Kong Government, Depart-
ment of Home Affairs, Annual Report for the Financial Year 1973-
1974, p. 17.
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and order, organizational structure, military defense, diplomatic
procedures, and above all, education. For example, the modern
schools developed in the late 1940's were modelled on an idea from
the Education Act of 1944 in U.K.29 As for the provision of universal
education, the origin could be found in U.K. In fact, the Chinese
although have been in tradition very particular about the education
for their children never thought of it as a social responsibility.
For both historical and geographical reasons, Hong Kong has
been a living place of the Chinese, who are although persistent with
their culture, flexible enough to learn from the Western civilization.
Consequently, life in Hong Kong is often a compromise. A good example
of this compromise is perhaps the Anglo-Chinese School system in
which the Chinese and the British traditions are blended together.
Unlike either China or Britian, the Colony has been a free
port ever since its inception. Operating as a free port, Hong Kong
has made itself most desirable for entreport trade before the Korean
War and advantageous for foreign investment in the latter half of the
20th century when it turned to industrialization for survival. This
political feature may have less impact on education than economy.
But, the economy and education are mutually affective. On the one
hand a successful economy provides financial resources to support a
nine-year universal education, which is now upsetting the balance
between demand and supply of school places. Besides, a society which
29 Hoffman, Education in Hong Kong, p. 78.
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has become more affluent may develop needs quite different from
those it had before and thus affecting the strategic planning and
operation of a school. On the other hand, the key to economic
expansion is planned development of human resources which is often
done through school education. Still on the other hand, economic
expansion may provide, or affect the directions for curriculum
development.
Nevertheless, the most important indirect influence of inter-
national politics on local school education is that Hong Kong has
been for a long time a refugee centre for Chinese both in China
mainland and overseas in the South-East Asia. The impact of this
political feature is again two-fold. Firstly refugees, especially
those who came immediately before and after the establishment of
Communist China, have brought in the capital, cheap labour, entrepreneurs
and the technology necessary for the beginning of an industrial revolu-
tion as well as the continual economic expansion the impact of which
on education has been much discussed before. Secondly the refugees
so attracted may be considered as a liability to the total education
system because the provision of universal education is resource-
consuming.
Historical records show that population, schools and student
number have been rising continually except in war times and social
unrest such as the riot in 1967 when a lot of security-seekers
immigrated to North America.• Before the communist Chinese
took over China, Chinese males used to come to Hong Kong to
earn a living for their families hopefully they night
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also save up a retirement fund before leaving Hong Kong. Since the
establishment of communist China, there has been a change in the
pattern: people come as refugees for settlement in Hong Kong.
Theoretically, population is a function of fertility, mortality,
and immigration. From the following table one finds that immigra-
tion as an impetus for population increase is no less significant
than new births.
TABLE 3.1
POPULATION GROWTH IN HONG KONG30
Year Estimated Population Birth Remarks
1841 7,450








The fact is: after World War II, the Chinese returned at
around 100,000 people per month. In the year of 1949 and early 1950
nearly three quarters of a million mainly from Kwantung Province
entered Hong Kong. In the latter part of 1950, a quota system to
30 Hoffman, Education in Hong Kong, p. 13.
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end the principle of free access which had been traditional since
the supplement Treaty of the Bogue in 1843 was eventually worked
out to stop refugees flooding into Hong Kong. However this quota
system has never been effective in solving the problem of illegal
immigration. This was seen in the great exdous in 1960, the
Viethnamese refugees as well as Chinese from over the border in
1979. Thus, inspite of the successful birth control operations which
brought local births down from 110, 000 in early 1960's to 80, 000
since mid-1960's, the population increase is now quite out of control.
Since refugee immigrants are not-necessarily school age child-
ren, schools and student body do not need to follow the same increasing
rate of the population. However, they follow its up and down
pattern. Actually, refugee immigration, both as a sudden influx
and in the long run, is still one of the main reasons for the
expansion of the school education system.
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TABLE 3.2






1941 118,000 Before Japanese Occupation




Policies underlying the expansion of school places are con-
sidered as part of the domestic politics in this thesis.
To follow up the Fisher Report, 32 a five-year plan to single
out primary school education as a seperate and complete stage for
development was worked out in 1951. Apart from building more public
schools, the plan also included an expansion of teacher training
facilities and a decision to promote Chinese as main medium of
instruction in primary schools for the general public. The plan was
31 Hoffman, Education in Hong Kong, pp. 63, 65, 74, 80.
32 By Mr. N. G. Fisher, Chief Education Officer of Manchester
and an expert in the field of government expenditures on education
invited by the Colony Government in October, 1950 to examine the
local situation.
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later extended for another seven years owing to the rising new
births that came after the refugee influx, and ended up with an
increase of 313,000 school places in 1962. This primary school
expansion program did not stop in 1962. On the other hand it
continued to develop the Government Education Policy announced
in 1965 to provide enough primary school places for all who desired
them in the whole school education system and eventually a universal,
or compulsory, education policy in 1972.
The primary school program, although effective in achieving
its quantitative objectives, had its defects when developed into a
compulsory education policy. As a popular strategy to implement
a compuusory education policy, the management of a public school is
given little choice in selecting its new students, restricted in
keeping a slow-learner or a student of poor performance in the same
class for another year, and above all prohibited from turning away
bad or undersirable students. In the Hong Kong case, a student is
not allowed to repeat more than once in the whole course of free
primary school education in a government or a subsidized school
while no more than 6% of the student population are allowed to repeat
in the same year. As a long time social worker with frequent con-
tacts with teachers and headmasters the researcher33 knows only too
well that there have been great difficulties for schools
33 The researcher was a group and community worker of the Govern-
ment Social Welfare Department working on the grass-root level of
the communities in Chai Wan on the Hong Kong side and Tsuen Wan in
the New Territories from 1968 to 1974, and an associate director for
community health of a voluntary welfare hospital in Kwun Tong on the
Kowloon side from 1974 to 1976.
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in maintaining classroom discipline and in achieving good teaching, or
student development results. This is, perhaps, due to the fact that
the students in the same class varied too much in terms of ability
and capacity. As a result, all kinds of adaptive mechanisms, though
harmful to the education goals of a school, have developed on all
sides of the school i.e., the management, the teachers, and the student:
in more or less the same way the American public schools have
34
experienced.
Another side-effect of the primary school expansion program
was a stimulation of a strong demand for secondary school education,
hence an even greater problem for the Government education adminis-
tration. Actually, the public secondary schools had never, in this
twelve-year long expansion period, been able to cater to more than
15% of the primary six student population selected through a Hong
Kong wide examination mechanism.
In order to cater to those students, who were unable to gain
admission to full secondary courses in a public school, and who wished
to remain at school until they reach the statutory minimum age for
industrial employment, (i.e. at age 14) the government adopted a
policy to provide in public primary schools as well as to encourage the
private primary school to provide, an additional one year, and later
on, an additional two years secondary education in special Forms I
11. 35 This policy was again a failure because, it did not
34 Richard 0. Carlson,. Environmental Constraints and Organi-
zational Consequences: The Public School and Its Clients in Managing
Change in Educational Organizations, pp. 194-98.
35 Education Policy, 1965, p. 1.
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constitute a recognized or appreciated qualification for employment
or an economic benefit for the students. On the other hand
labour legislation was then not effectively enforced to preclude
children under 14 from finding a job. As a result, nearly all
students who had fallen into the target of the special Forms I
II Program either left schools for employment or sought further
education in the private secondary schools.
Although student enrollment at the primary school level reached
its height late in 1971, the government started turning to the
secondary school level for the expansion of the education system in
1965 when places in both public and private primary schools were
available for almost all children of primary school age.
Apart from cancelling the special Forms I II program, and
taking a further step to provide enough primary school places for
all who desired them in either the public or the private sectors of
the education system, an education policy was formulated in 1965 to
increase the number of subsidized places in the secondary school
level from 15% of the primary school leaving population to a maximum
of 20%.36 To achieve this latter aim, the government was prepared
to subsidize37 1,500- 2,000 places in selected private secondary
36 Education Policy 1965, p. 5.
37 The government would pay for the education of a student who
was selected on the basis of his/her Secondary School Entrance Exam-
ination performance according to the difference between the standard
government school fees and the normal tuition fees charged by the
particular private secondary school in which the student concerned
was enrolled. In other words, all students selected by the govern-
ment to study in a secondary school would pay the same government
school fees.
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schools because all public secondary schools put together did not have
the capacity to entertain the whole target population of students.
Besides, the private schools were expected to concentrate their
efforts more on the secondary school level, as more and more places
became available in government and subsidized primary schools,
and to cater for an additional 50-60% of pupils leaving the primary
schools.38 Actually, the privates schools has been catering for
an average of 70% of the student population since the government
first adopted the strategy to count on the service of private schools
in 1951.
To facilitate the development of private schools as a means
to speed up the supply of school education, the government recognized
the need on the part of the private profit-making school organizers
for government loans at market rates for the cost of construction
of their schools as well as that of making more sites available to
private schools in areas where they might operate successfully. As
for non-profit-making schools, the schemes to give financial aid
to teachers, to students, and to the school on classroom basis would
be expanded to cover more schools.
The 1965 Education Policy eventually brought forth a universal
primary education policy in 1972,39 and gave rise to a revised policy,
which appeared in the form of a white paper, in 1974 to further
38 Education Policy 1965, p. 5.
39
Secondary Education in Hong Kong Over the Next Decade, 1974,
p. 1.
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extend the free education from 6 years in. the primary school level
to a total of 9 years and up to Form III in the secondary level
by 1979.40
In addition to the extended free education program, the 1974
Education White Paper, also indicated the government's determination
to increase subsidized places in Forms IV V to 40% of the Form
III student population. Like the implementation of previous
policies, the government turned once again to private schools for
help in the provision of the majority of school places. However, the
government on the other hand announced for the first time in the
history of Hong Kong education that it would not rely on the private
schools permanently but rather have enough government or subsidized
schools developed in the long run.
To continue the process of providing more subsidized school
places and more technical education for the public education system,
the government in November, 1977 proposed to increased subsidized
places in the senior secondary level (i.e. Forms IV V from 40%
to 50 of the Form III leaving population and to provide places,
both full-time and part-time on craft level courses in technical
institutes for a further 14% of the same population by 1932.41
40 Ibid., p. 2.
41 Hong Kong Government Education Department, Senior Secondary
and Tertiary Education: A Development Program Over the Next Decade,
(Government Printer, 1977). p. 3.
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3.5 Legal Aspect of the Society
In line with the free-port policy and laissez-fair economy,
there are no real barriers of trade in Hong Kong, not to mention
the operation of a school. In fact legal obligations imposed upr-il
a school are minimum. No schools have ever failed for being unable
to satisfy education ordinance.
According to Laws of Hong Kong Chapter 279 Education Ordinance
(Revised edition 1971), all schools other than those exempted for
religious or some other special reasons must be registered with the
Education Department and open to inspection by government education
officers. In the revised edition of the ordinance, a school means
an institution or organization which provides education for twenty
or more persons during any one day. Comparing to the ordinace
in 1913 requiring a school with ten or more students to be registered,
the legal requirement regarding school registration today is somehow
relaxed.
Other requirements regarding school premises, discipline
fees, teacher and managers qualification, and curricula are easy to
satisfy. The only outstanding feature of the Educational Ordinance
is perhaps political activities are prohibited in school premises
unless with the written permission of the Director of Education.
3.6 Summary of the Education Environment
in Hong Kong
Geographical aspect
Development of Hong Kong initially began on the limited flat
land on both sides of the Victoria Harbour, and then spread out into
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not so flat areas in Hong Kong Island and Northern part of the
Kowloon peninsula. Now the time has come for new towns to be
built in the New Territories so as to save the urban areas from
being over-populated. As far as school management is concerned,
new markets for school education will be found in the suburban
areas while the existing market in the urban areas may have been
saturated already.
Since Hong Kong is limited in space, land and properties are
precious. Consequently, opportunity costs of school premises is
high and rental expenses are big items on the expenditure side of
a private school.
Economic aspect
The Hong Kong economy is now based on its export industry
and, therefore, opportunities exist for both technically trained
individuals as well as those skillful in using the English language
for communication.
With the success in economy, Hong Kong has become a more
affluent society and its people may have different kind of needs
in school education, or their aspiration may have been raised to a
higher level.
Social aspect
Education is still an important factor for social mobility.
Not only do high-paying jobs need educated people, private business
also calls for trained individuals to operate and manage these
business.
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People in Hong Kong today are more materialistic minded and
success-oriented than before. They are concerned about the commer-
cial value of education. Rightly or wrongly, they prefer English-
based, prestigeous and get-result schools. Although there is an
increasing desire for technical education, people in general prefer
grammar schools to technical or modern schools. Besides, they also
prefer feeder school system they want their children to be ensured
of easier access to a higher level of education once they get into
the system.
In an ordinary family, old-age authority and the father figure
dominance have deteriorated considerable. Subject to further investi-
gation, the policy for student recruitment should be geared more
to the potential students and/or their mothers while student develop-
ment programs need to be more student-centered.
Birth control has been quite successful in Hong Kong since
mid-1960's. Consequently demand for primary school education has
passed its climax. Theorectically, demand in the secondary school
level will reach its height before 1980. Assuming the number of
school places remains unchanged for some time, demand for school
education will be oversatisfied in a couple of years. However,
population increase is seriously affected by both legal and illegal
refugee immigration which are quite out of control for the colonial
government. Since there is no evidence for either great exodus or
end of influx in the foreseeable future, a population decrease looks
rather unlikely. Nevertheless, the student population will have ebbs and
tides as birth control is so successful and refugee influx happens
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from time to time.
Political aspect
It has been the long time desire of the Colony government to
1) keep school education under control, 2) provide universal
education for all school age children, 3) promote technical education
as well as English education. Obviously the government is success-
ful with promoting English education and providing universal
education. It looks likely that technical education will also
succeed. Since there is no evidence that the government will drop
the laissez fair policy, anybody may run his own school provided he
can meet the minimum legal requirements and recruit enough students
or can support it financially. However, by drastic expansion of
the public school subsystem, the government will no doubt dominate
the local school education system if the private schools fail to be
more competitive.
Probably what bothers the private school administrators most
is that the government has eventually decided not to rely on
their schools in the long run for the operation of a universal
education system. This is perhaps due to the fact that most of their
schools are inferior to the public ones in terms of resources and facilities.
As for the public school administrators, who are already in
possession of comparatively better physical resources, problems
may arise from non-selective student recruitment and related issues.
Legal aspect
There is practically no special legal constraints for the
running of a school.
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General observations
The management of a school or educational policy is like that
of a business firm which succeeds only if it can satisfy the needs
of its customers. However, the government's failure over the
modern school issue way back in the 1940's may indicate that its
target population were even unaware of their own needs. Perhaps
similar problems would be resolved with sound marketing management.
Universal education which puts public schools in a price-
competitive position, has the undesirable effect in non-selective
student recruitment. As has already happened in many local
public primary schools and public schools in the United States,
this non-selective policy will make it difficult for the adminis-
trators and teachers to maintain good classroom discipline and to
produce good academic results which are much desired by average
students and parents. It seems environmental changes are not
necessarily disadvantageous. The problem for school administrators
to-day is perhaps how to react correctly and effectively.
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4.0 A MACRO VIEW OF SCHOOL ADAPTIVE BEHAVIOUR
AGAINST ENVIRONMENTAL CHANGE
4.1 Scope and Method of the Study
This chapter covers reactions of schools in general to enviror
mental changes. Schools are in this chapter seen as either making
internal adjustments or trying to control the local environment.
Information has come from personal interviews as well as
library research and the researcher's own experience. As it was
mentioned in Note 18 of chapter I and Note 5 of chapter II, the
researcher has failed to arrange the interviewees in pannel dis-
cussion. They were however interviewed one by one in a rather
unstructured manner.
As for the effectiveness of the schools' adaptive behaviours,
measurement will be made against the resulting enrollment.
4.2 Historical Incidents of
Internal Adjustments
Numerous examples can be quoted from the history of education
in Hong Kong to show that schools and educational projects have
adjusted internally for success or continual operation against
environment changes.
The first case to be remembered was perhaps the success of the
Central Government School in 1871 mentioned in Section 3.3 of previous
chapter. This was the first government school where an equal portion
of time had been devoted to the study of Chinese classics. It was
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also the first government school to be accepted by the general public
who were mainly Chinese.
An even more important example would be the development of
the Anglo-Chinese School since 1926. Its main medium of instruction
has changed from Chinese to English over years as more and more
Chinese appreciate the significance of the English language in earn-
ing a better living and a higher social status.
Actually apart from increase of Anglo-Chinese schools, the
researcher, as a long time citizen of the Colony, also witnessed
that a number of Chinese middle schools have either expanded or
adjusted the use of their premises to include an Anglo-Chinese section.
The Un Long Public Middle School in Yuen Long, Fung Kai Middle School
in Sheung Shui, and Wong Shui Chi Middle School in Tai Po are cases
in point. I t is difficult to imagine what would have happened if
these schools did not run an Anglo-Chinese program. Nevertheless,
the decrease of Chinese Middle schools at the same time may prove
that these schools have been right with their decision. 1
Along with the government population decentralization policy
and the government increase of demand for secondary school education
since the end of World War II, colleges like New Method, Princeton,
Cognitio and Sister Delia Memorial have branched out into new towns.
1 Henderson, Educational Problems and Research, p. 3.
These Chinese Middle schools have a long and proud history
and a strong academic tradition based on pre-1949 China. Except
English language, all other subjects are taught in Chinese.
72
Foreward integration or upgrading the school program is
another form of internal adjustment a school can made to match with
environmental change. In between 1965 and 1974, since the govern-
ment had saturated the primary school education market with public
schools where tuition was free-of-charge, private schools were
advised to concentrate their effort in the secondary school level, 2
For the private schools the equilibrium was, for the first time upset
However, since there was plenty of room for development in the
secondary school level, and since the government was buying more
and more secondary school places in the private sector to meet its
target-set for its subsidized education scheme, no private school
would expect any crisis situation arising from changes in the
broader school education system. Turning to the secondary school
level for development, the private school system had successfully
redefined its relationship with other systems in the same broader
school education system and achieved for itself a new equilibrium.
4.3 Internal Adjustment Against
Education Policy 1974
The Education Policy 1974 which has been one of the two
factors3 giving rise to the supply of secondary school places being
over demand, has not, aroused as much unrest in the public schools as
2 Education Policy, 1965., p. 5.
3 The other fact has been the decrease of school age children
as a result of successful birth control since mid-1960's. See
Section 3.4 of Chapter III.
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in the private ones. A reasonable speculation is that the public
schools feel more confident to compete with their counter-parts in
the private sector. In fact they are in general possessing more
physical resources and all better equipped.
In order to have some preliminary understanding of the internal
changes within a private school, since the introduction of the Education
Policy 1974, the researcher conducted a small scale exploratory
study and interviewed ten arbitrarily selected educationalists in
February, 1977. According to the interviewees:-
1. Some private schools, which were new, small in scale, and
not so well facilitated, say housed in commercial or
residential buildings instead of an independent school
building, had drastically cut down the tuition fees in
the junior secondary section to a level equal, or almost
equal, to that of a government or a subsidised school.4
2. Almost all private schools had lowered their school
entrance examination standard or requirement.
3. While more and more school places had become available
in the junior secondary section of the public schools,
there was an obvious trend for the private schools to cut
down the number of classes in the same section but to
increase classes in the senior secondary section. No
doubt, this was a great change because for a long time the
4 At the time of interview, Forms I to III students in a
public school were required to contribute around $480 per year.
The 9-year universal education policy was not yet enforced until
September, 1978.
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private schools had been running more classes in the
lower forms but less classes in the upper forms so as to
work out a high percentage of student passing public
examinations such as Hong Kong Secondary School Leaving
Certificate Examination.
4. A number of the private schools were prepared to give up
their profit-making goal and to change their legal status
from profit-making to non-profit-making so as to loby with
the Government for a caput grant 5 or even a full subsidy.
5. Some private schools which had for a long time ignored
extra-curricular activities became enthusiastic in
organizing or sponsoring recreational and social activities
for their students after school.
6. While some schools had closed down-because they failed
to recruit enough students, some schools had successfully
branched out into new towns where demand for school places
is greater than supply. However none of the private
schools moved from one place to another.
7. While the 'national' school6 for children of various
nationalities in Hong Kong, such as Japanese, German, and
etc., seemed unaffected by the 1974 Education Policy, those
5 A kind of government subvention given to non-profit-making
schools in the form of classroom allowance and supplementation of
the teacher's salaries.
6 These schools are private in a sense that they are free from
Hong Kong Government financial assistance. However they may receive
subsidies from their own governments.
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teaching various vocational skills, such as cooking,
commercial, and etc. have grown even faster.
From these findings, and also those in the previous section
of this chapter, schools were found reacting to environmental changes
such as
1) need for learning English
2) need for driving and competitive study atmosphere
3) need for extra-curriculum activities
4) need for low cost or even free school education
5) new town potential
6) growth of secondary school education market-- from early 1950's
to early 1970's
7) growth of secondary school education (senior level) market-- to
begin in 1978.
Although the findings reflect to some extent how a school may
adjust itself to maintain a viable relationship with its environment,
they are not too helpful in answering the following questions:-
1. How effective are the internal adjustments?
Since Anglo-Chinese schools have been increasing in number
while the Chinese Middle Schools are still decreasing on the
other hand, one may accept with less difficulty that the
decision to add an Anglo-Chinese school program, or to change
the school program from Chinese into Anglo-Chinese has been
effective and correct. In view of the real increase of school
age children at secondary school level, one may also believe that
some schools should upgrade their program from primary to
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secondary or even senior secondary. Nevertheless, in the
absence of empirical evidence, it is unwise to accept without
reservation that all schools so reacting have been right.
Moreover it is also difficult to imagine what would have
happened if they had failed to make these changes.
2. How do the schools come up with internal adjustment?
Again schools may have been right in running an Anglo-Chinese
school program, upgrading their curriculum, and branch out into
new towns. But, one is still left in dark as to why they have
made these decisions and what process they have gone though?
It would be even more discouraging to find some private schools
cutting down their fees level and lowering of their school
entrance examination requirement, as tactics for recruiting
students. Theorectically, schools so doing might have assumed
that pricing is an important, if not over--riding, factor for the
selection of a school and that students, or consumer of their
service, would like easy access to school education or schools
of a lower academic standard. However, they have no way to changE
school fees and set an academic standard lower than the public
schools which are going to charge no schools fees and to recruit
students disregard of their academic standard in line with the
9-year universal education policy announced in 1974.
3 What makes some private schools more successful than others?
In spite of the mass phase-out since fees in the public primary
schools were charged at norminal rate in 1965 and made free in
1972, there are still around 86,792 students studying in about
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245 private primary schools in 1977. Compared to the 520,068 students
in about 720 public schools, the student population in the
private sector is about 16.6% of that in the public schools. 7 it
would be interesting to know if same thing would repeat, at the
secondary school level or even more private school could survive
the crisis this time. Of course, it would be even more interesting
to know what kind of school could be more crisis-resisting.
4. What is the root issue of the crisis situation arising from
the implementation of the Education Policy 1974?
Although the Education Policy has upset the balance of demand
and supply regarding secondary school places, to take it as the
entire reason of the present crisis situation for individual
schools is to over-simplify the case. The adaptive machanism
of an individual could be even stronger, if not equally strong,
a variable.
Take the private schools for example as they are far more con-
cerned than their counter-parts in the public sector. Actually
what their administrators have been complaining all the time is
that the government has launched a price war against them. Yet,
pricing is only one of the four elements of the marketing mix,
so to speak in commerical terms. If more than 200 private
schools have survived a free and universal education scheme in
the primary levels, a person with normal endowment would ask:
Why not the others in the same level? Why not those in the
7 From statistical section of the Government Education Depart-
ment. See also Appendix III.
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secondary level now?
The success of the private schools in the United States has been
even more phenomenal. According to L. L. Dudley writing in about
1933,
"Fifty years ago the private school was
scarcely a factor to be seriously rekoned
with in Massachusetts education. Fewer
than nine pupils were enrolled in these
schools for each one hundred pupils in
the public school... At present, however,
nearly twenty-three pupils are in private
8
schools for each hundred in public schools."
"...the growth of private education creates
a force running directly counter to the
extension and improvement of public
education... the best single defense
against the growth of private education
is good public education."9
Here, the free public education had not only failed to drive private
schools out of business, but was on the contrary thrown into a
crisis situation. Private schools in the States have not stopped
growing after 1933. Growth in enrollments in non-public schools,
according to Roald F. Campbell et al
has been reflected in increase in the number
of non-public school teachers. In 1927-28 there
were 9,623 men and 73,732 women teaching full
time in non-public schools. By 1949-50 the
number had grown to 21,975 men and 96,296
women, in 1959-60 the total were 31,1314 men
and 144,498 women, and 165,690 women."10
8 L. Leland Dudley, The School and the Community, A Study of
Local Control in the Public Schools of Massachusetts, (Cambridge:
Harvard University Press, 1933), pp. 167-8.
9 Ibid., p. 176.
10 Roald F. Campbell, et al. The Organization and Control of
American Schools, (Ohio: Charles E. Merrill Publishing Company, 1970),
p. 532.
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As for the independent schools, which are a sub-set of the non-
public schools, the trend to grow in number promises to continue.
They beleive the more affluent they become as a nation, the more
appealing these schools will become to families not heretofore
independent school families. 11
Incidentally, the students in the non-public school, like
that in Hong Kong, is also around 15% of those in the public sector. 12
In view of the fact that so many private schools can survive
in spite of free school education offered in the public sector,
it is difficult to justify school fees, or pricing in commercial
terms, as the overriding determinant of the viability of a private
school. If the influence of school fees is not that decisive it
would be useful from the stand point of management to find out what
other factors, especially those which can be controlled by a private
school, will also affect the viability of the school, or the relation-
ship between the school and its environment.
4.4 Environmental Control- An Adaptive
Behaviour Arising from Education
Policy 1974
Again no action can be seen on the side of the public schools
as they do not feel that the new education policy has imposed any
hazard against their chance of survival. As for the private schools:-
11 Ibid., p. 545.
12 Ibid., p. 533.
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"Negotiations and discussion are carried on
in Advisory Board Meetings.13 Views are
expressed in press and radio interviews and
T.V. programs. But the Government is slow
to respond, ready to ignore and so prone to
delay. As a result, the Association is
compelled to resort to grave accusation of
the Government for its irresponsibility."14
In their opinion, the Government has been irresponsible to students
and their parents, and teachers of a private school as well as the
private school itself.
In the first place, although all parents pay tax in one way
or another, those whose children are studying in a private school
receive far less benefits than parents of public school children.15
As for those students who have failed to be accepted into the
'Bought-Place' Scheme, receive practically nothing directly from
the Government. Since the Government does not enlist all private
schools into the Bought-Place Scheme, those who want to receive
financial benefits from the Government TA7ould be some what restricted
in the selection of schools.
16
As a result of the existing subsidization policy, teachers
13 It is a regular communicat-.on channel between the Private
Anglo-Chinese Schools Association and the Government Education
Department.
14 Review of Government Policy in Education and the Situatior
of Private Schools, p. 2.
15 A student selected to study in a private school through the
Secondary School Entrance Examination, under the bought-place scheme,
and before free education is realised, would be given about $150-
$650 per year while the Government is spending about $2,000-$3,000
per year on a student studying in a subsidised/government school.
See also Note on p. and Note on p.
16 See Note 14 of this chapter.
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in a private school can never receive an amount of salary close to
or the same as that for the public school teachers when the private
school are charging around $950 per student per year. On top of
this, teaching experience in a private school is counted one half
of that in public school. 17
Finally the Government is considered irresponsible to the
private schools because it regards them as a make-shift arrrangement
in a time when,it is unable to entertain all target students in the
public schools, even though the private schools have been educating
the majority of the school age students whose contribution to Hong
Kong can be reflected by the prosperity of the present-day society.
In line with this 'ungrateful' attitude, it has given little con-
sideration to the role of the pt vale schools and the part they can
play in important educational issues such as the formulation of
policy and the Bought-Place Scheme.
On the other hand, the private schools believe that it is
a great waste to phase them out of the total school education
system when they have proved their worth and efficiency and that
it is unreasonable to throw the private school teachers out of jobs
with resultant social unrest when they can discharge their duties
17 This point was confirmed by an Education Officer of the
Education Department of the Government in-charge of the Private School
Section of the Department in an interview at his office on 7th
March, 1977. See also Review of Government Policy in Education and
the Situation of Private Schools, (Private Schools Association, 1976),
p. 4.
Teaching experience will become an important issue when a
private school teacher is considered for enrollment into a govern-
ment teacher training school or employment in a public school. How-
ever, this policy has changed since early 1979. Teaching experi-




As an appeal to the Government the private schools recommend
that it will be more economical for the Government to integrate
them into the secondary school education expansion, and get them
improved and substantiated through the Bought-Place Scheme and
some other means allowing those of them, whichever want government
subsidy, evolve by stages into caput schools or fully subsidised
19
schools.
Apart from lobby and criticism directed towards the Govern-
ment, individual school administrators in the private sector,
especially those on the executive committee of the Private Schools
Association, have from time to time written to the mass media and
appeared in T.V. interviews to clarify any doubts and misunder-
standings coming from the general public and putting the private
schools into disadvantageous position. Besides, to help the private
school students, who will be excluded from the coming free and
universal education scheme, to fight for their rights some of the
aggressive members of the Association have expressed their willingness
20
to arrange a mass student protests demonstration.
18 Ibid., pp. 6-7.
19 The government policy regarding subsidy is for schools to
be considered in their own merits with respect to school facilities,
premises tenancy, student performance in public examinations, teachers'
qualification, financial background and objectives, and location of
the school. What Private Schools Association has suggested here is
let those who want subsidy get it provided these schools are willing
to give up their profit making goal.
20 South China Morning Post, February 21, 1978.
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Unfortunately, like efforts in the lobby, both criticism
against the Government and public relations programs to win the
public support have produced little effect in making the Government
policy more favorable to the private schools. In the utmost
frustration, some agressive members of the Association have gone
even further to suggest a boycott against the new school education
system by closing down all member schools of the Association.
Fortunately or unfortunately, this idea has never been put into
practice lest it would do more harm than good to the private schools
themselves. 21
Efforts directed to changing the new government education
policy since it was first introduced in 1974 may be summed up as
an attempt of the private schools to control the environment in which
they are embedded. Theorectically, 'environmental control' and
'internal adjustment' are the only two basic strategies a system can
employ to achieve a state of dynamic stability, or to maintain a
viable relationship with its environment. 22 Although the private
schools are now obviously unsuccessful in maintaining themselves
viable through environmental control, it is still difficult to say
that they have been wrong strategically. However, a review of the
tactical side of their efforts shows some room for improvement:-
21 According to some active members of the Hong Kong Private
Anglo-Chinese Schools Association, the Association is not strong
enough to enforce a campaigne like this. Actually two of the most
famous profit making schools are not members of the Association.
These two schools and probably some others are expected to take
advantage of the DroDosed boycott for raoid expansion.
22 Max G. Abbott, "The school as Social System," in managing
Change in Educational Organization, p. 177.
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Through out the four years long battle against the1.
government education policy, the private schools have
spelt out their needs and voiced their grievances but
never found a way out that can also satisfy the needs
and solve the problems of the Government.23 As for the
suggestion that the Government could save a lot of money
by incorporating the services of the private schools
into its universal education program, the Government
would probably find it uninteresting in a time when
funds are, or seems, readily available.
2. For most of the time, the private schools have been reacting
to the environmental presures passively rather than taking
the initiative to control the environment. For one thing
they do not have overall planning resulting from deli-
berate assessment of the forever changing environment,
for another their efforts seem piece-meal and uncoordinated.
23 Needs and problems seem to be the two sides of a same
coin. As they have been spelt out, the Government wants to
eliminate the sub-standard schools and to have schools evenly
or adequately distributed. No doubt, such a movement is well
in line with the long time policy to provide 'every child with
the best education' while the Government has no confidence in
private schools which are mostly profit-making in nature. How-
ever, the motives of the Government, or the reasons behind, are
still unclear. Looking back into the hisotry of school education,
both school operation and education are found to be two of the
few businesses the Government wants to control. In fact, the
move to supersede private Chinese schools by charging no tuition
fees in government schools in the late 1800's and the Brewin
Report in the commencement of the 1900's are good examples of
this point. Apart from social control, the new policy may also
be considered helpful for a good government image. Possible
reasons for the Government to stop counting on the service of the
private schools seem endless.
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3. Another tactical deficiency could have been that the
general public, especially the students and their parents,
are ignored let alone winning them to the side of the
private schools. This is not to say that the mass pro-
tests domonstration suggested as a means to help the
students, who will be excluded from the free junior
secondary school education, to fight for their rights
should have been put into practice. But, since no plans
are perfect, it might well be possible for the private
schools to find out from the new government policy some
sorts of built-in defects, which are undesirable from
the stand-point of the general public, and work on them
partly as a service to the general public and partly as
a stepping-stone to mutual understanding, good-will, and
better relations. A case in point is the "Domesticated
Organization" effect to be developed as a result of
universal education. 24 Most likely, if the private school
had not concentrated so much on the government alone, they
would have been able to do far more than answering
querries and clarifying doubts or misunderstandings on
adventive basis.
Another reason, apart from tactical definciency, for the private
school to fail in controlling their environment may simply be that
24 Carlson, "Environmental Constraints and Organizational.
Consequences," in Managing Change in Educational Organizations, pp.
194-98.
Also discussion in Section 3.4 of Chapter III of this thesis.
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the environment has been too strong for complete manipulation.
This is why Abbott advocated internal adjustment as the more
improtant strategy for a system to maintain itself viable with its
environment and said:
"Regardless of an organization's success in
attempting to control its environment, however,
those attempts are insufficient to ensure
organizational viability. New social movements
... either singly or in combination they create
social forces that are only partly amenable to
manipulation and control. These forces impact
upon the subsystems of any social order in such
25
a way as to produce demands for internal adjustment."
4.5 S umm arm
Theorectically the Education Policy 1974 which gives rise to.
supply of school places in the secondary level being over demand
is equally affective to both public and private schools. However,
in reality public schools do not perceive it as threatening to
their goals of surrival and, therefore, have not reacted to it
either in the form of internal adjustment or environmental control.
As for schools in-the private sector, no achievement has been
made in stopping the government from building more public schools
for the provision of universal education, although the government
has been persuaded to consider private shcools for subsidies on
individual school's merit and to accept teaching experience in pri-
vate schools as equal to that in the public sector. Obviously,
either the environmental change is too strong for the private schools
to manipulate or their strategies and tactics have been defective.
25 Abbott, "The School as Social System," p. 177.
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Although some private schools have succeeded in adjusting
themselves to environmental changes, their successful adaptive
behaviour is not at all understandable in the absence of controlled
experiment and empirical evidence.
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5.0 A MICRO VIEW OF SCHOOL ADAPTIVE BEHAVIOUR
AGAINST ENVIRONMENTAL CHANGE--
A MANAGEMENT AUDIT OF THE
GOOD CHRISTIAN SCHOOD
5.1 Justification of the Study
Information given so far has suggested that schools and
educational projects which have correctly and effectively adapted
to environmental changes would satisfy the needs of their students,
or consumers of education, and therefore continue to survive.
Presumably, the successfulness of adaption can be tested against
student enrollment.
However, the information has been generated from general
observations rather than controlled experiments and empirical studies.
Besides, areas of adaption varied from school to school. The success
of one school did not necessarily provide a solution to another
school's problem. Above all, neither strengths or weaknesses of the
adaptive mechanism of a school were uncovered. In short the informa-
tion collected so far is still insufficient to conceptualize the
successful adaptive behaviour of the schools observed.
A model as suggested by Thompson is expected to provide a logical
framework on skeleton in which the complexities of the real world can
l
be understood with more insight. As the first step to building a
IArthur A. Thompson, Jr., Economics of the Firm theory and
practice, (Englewood Cliffs, N. J., Prentice Hall, 1973), p. 9.
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crisis management model and to substantiate the proprosition that
marketing concepts and principles are applicable to school manage-
ment, background information regarding the crisis situation and the
adaptive behaviour of a school needs to be available. Now it is time to
probe more deeply into the adaptive behaviour so as to identify the
key variables of the adaptive behaviour of a school in a crisis
situation.
5.2 Scope and Objectives of the Study
In Section 1.5 of Chapter II, it was suggested that a school
could manage a crisis situation with adequate adaptive behaviour
and that a crisis was a disturbing situation threatening the equili-
brium of a system. However, equilibrium on the other hand is a
status quo when the parts of a system are arranged in such a manner
as to counteract disturbance. 2 So adaptive behaviour may be considered
as the outcome of the parts being re-arranged, and to probe into
the school adaptive behaviour as to investigate into the re-arrange-
ment of the parts of. the school.
For a school, the parts in a physical perspective can be
school premises, staff, students, finance, and other tangible
resources. But from a mangerial point of view, they can also be
interpreted as goal-setting, planning, implementation, and control.
For analysis purpose, the school adaptive behaviour could be
examined in respect of a school's:-
2 Steilen, Consumer Behaviour, p. 16.
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1) Management committee
2) Student development programs
3) Personnel management programs
4) Financial management programs
5) Student recruitment programs
Hopefully, the information so gathered, will be helpful to the under-
standing of a school's:-
1) Crisis recognition system
2) Problem identification system
3) Policy formulation or strategic planning system
4) Policy or strategy implementation system
5) Control system
When the examination process is over, the problem underlying
a crisis situation3 should be uncovered and a crisis management model
ready for testing. The model is expected to be revised after
testing and it will not be recommended to any other interested parties
for practice until satisfactory results are obtained.
The whole process of examination in fact began in February 1977
and ended in May of the same year with a view to get the trail model
tested in time.4
3 This thesis maintains that environmental change alone should
not constitute a crisis situation because the system concerned may
cope with it easily. So, the difficulty to recruit student is re-
cognized a s a phenomenon while-the real problem underlying the
crisis situation is expected to be found in the adaptive mechanism
of the system.
4 Since the theme of the thesis is student recruitment, the
effectiveness of the model will be measured against the student
enrollment after the model is tried. The more students recruited,
the more effective will be the model.
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5.3 Sampling of the Study
For research purpose, it is desirable to have two groups of
schools-- one being successful while the other unsuccessful in
coping with environmental changes, coming under investigation and
comparison. This was however not achieved for reasons given in
Section 1.3 of Chapter I. As an alternative, the Good Christian
School was chosen for study and experiment.
In fact the researcher did not have too many choices because
very few schools would allow in-depth study, and even fewer ones
would let the researcher attach himself to them on a regular
basis and have access to confidential documents. On the part of the
researcher, there were the time and the transportation problems
it would not be practical to conduct a year long research in a
school located in an off-shore island or in a remote corner of the
Colony which was too far away from the campus he lived and studied.
However to qualify for the proposed experiment, the sample school
must be one that has
1) a history of ten years, or even more,
2) a successful record of student recruitment in the past,
3) difficulty in recruiting students in the recent years.
A school of short history has been considered inadequate
because time is often a factor of experience, level of awareness,
financial strength, social status and many other assets. It is,
however, not the aim of this thesis to study schools failing for not
having enough time to develop the necessary survival strengths.
After all, time is of ten an uncontrollable factor.
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There is no point to take a sample without a successful record
because it may have failed for reasons other than inadequate re-
action to environmental changes. On the other hand, a school
without difficulty in recruiting students should not warrant a
study in this case lest comparison would be impossible.
Incidentally, the Good Christian School has been found ful-
filling all these requirements, and above all willing to cooperate
in this research.
5.4 Some Background Information of the School
According to the school supervisor, the School was founded by
the Good Christian Church, which had been in turn organized by a
group of refugee christians living in the Shamshuipo District and
under the leadership of his father, who was then a priest. Like
many other educational institutions, the School was built as a part
of their christian wittness. However, according to the headmistress
who was an elder sister of the supervisor, the Church being small
in scale and weak in finance was not that ambitious to build and run
a school. But, as the Church was growing fast, they had a strong
desire to build their own church rather than to remain satisfied
with the one they had in a flat of a residential building. Since
they could not afford to buy the land they wanted for their church
building project, they somehow accepted a lease of Crown Land from
the Government free-of-charge on condition that they would build and
run a non-profit making school on it and that the Government would
allow them to use the school premises for religious activities
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after school.5 Anyhow, after they had accepted the offer of land
from the Government, they agreed that the School should serve the
under-privileged children in the vicinity with sound general primary
school education and christian teachings.
5.5 The Management Committee of the School
In accordance with the school ordinance, a five-person
management committee was formed under the Board of Directors of
the Church. The father of the present school supervisor, being the
head of the Church, was elected first supervisor of the School
until he died in 1976. Since the School had been the biggest in
scale among all projects of the Church, the other positions of the
school management committee were also filled by active directors of
the Church. On top of this, the Government recognised only the
members of the management committee, but not the other directors
of the Church, as the legal representatives of the School. So, the
school management committee was in practice independent from the
Church and should be held responsible for both success and failure
of the School.
The school management committee had been in turn dominated by
the family of the school supervisor. The supervisor was for the
first thing the son of the late supervisor. The chairman was a cousin
of both the present supervisor and the headmistress who was in turn
5For a non-profit-making school approved by the Government and
built on crown land the lease was usually free-of-charge. Since the
School was also meant to provide space for religious activities after
school, the Church was charged a premium amounting to about HK$40,000.
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an elder sister of the supervisor and the wife of the Honor Finance
Secretary of the School. While the other two members were cousins,
they had been close friends of the family of the supervisor for a
long time. In view of the strong influence the supervisor had on
the School, the School might well be regarded as a family business,
except that it was not for profit-making.
Likely many family businesses, the managers of the School were
intimate to one another. In fact, the researcher had never found
them argue in meetings over issues related to the operation of the
School. On the other hand, neither had the researcher found any
initiative or exciting ideas from them. It seems that they were
only prepared for endorsing the proposals of the supervisor. More-
over, they had never visited the school during school hours and were
quite ignorant about the daily operations of the School as they
often failed to answer the researcher's questions. The supervisor
although knew much more about the School than the other managers,
had no idea how to run the School systematically. For one thing
he had never collected data and information of his School and its
environment. Nor had he ever formulated any plans for it let alone
evaluation of the goal and the operation of it. Actually, they did
not even have an annual budget at the beginning of the school years.
When they had a problem, no one would go deep into it and had a
thorough review of their own position. It seemed that they had
relied very much on their own intuitive and were satisfied with
adventitious and straight forward reactions. This might have been
why, as it was pointed out by the supervisor in his first interview
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with the researcher, they had never considered any alternatives other
than changing their primary school into a secondary one when they
first got the notion that the good old days for the operation of a
private primary school had gone.
On the other hand, individual managers had been quite success-
ful with their own careers. For example, the supervisor being an
overseas graduate in economics was a trade officer of the Govern-
ment the chairman and the third managers were graduates of the two
local universities and had become senior teachers of a fully
subsidised secondary schools for many years while the fourth
managers was a senior architect of the Government, the fifth manager
a senior technician of a reputable company in Hong Kong.
Obviously the School had obtained little benefit from the
successful experience of the individual managers not even from
the two experienced and professionally trained educationalists. As
an explanation given by the supervisor, they had been very busy with
their families, their careers, and other personal affairs, and
therefore did not have enough time to do their home work before they
came to committee meetings or school management in general. As for
the headmistress, the problem with the managers had not been that
motivational. She believed that, like herself, they were in lack of
training and. experience in business management.
While the supervisor had on a few occasions regretted that
his colleagues were not working hard enough, he had no complaint
against himself of his failure in motivating them. He was, no doubt,
the most hard-working of all managers. He had always been the first
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one to attend to school problems. In fact, he made most of the
policies, gave instructions to the headmistress, and did all the
paper work that went to the Government Education Department and
outside organizations. However, like all other managers, he relied
on intuition rather than deliberate and planned actions. Although
he instructed the headmistress from time to time, he seldom checked
if his instructions were carried out accordingly. For example,
after he had agreed with the Government that the primary section
of the school should be phased out graduately, he ordered that
there would be no Grade I students in the kindergarten with effect
from September, 1976, i.e. the beginning of the fiscal year 1976/
1977. The order was later put aside because the headmistress felt
that the school could not afford to lose the possible income from the
kindergarten while the response to the Form I was poor. Although
he had never failed to know what happened to his orders eventually,
for most of the time it was only too late.
Thus the managers came to know about the school through the
headmistress, and thought of its problems only when they were
requested. In a case like this, it might be too much to expect
them to keep the goals and objectives of the school, which were
often intangible but unlikely to be of immediate concern, under
constant review, and had the shifting forces in its environment,
which were often even more remote to them, assessed regularly.
Twenty years ago when the school was founded, children in
the relevant age range were far more than the total schools in
Hong Kong could entertain, life was so easy that they proudly turned
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down the offer of a subsidy on deficit basis from the government in
the early part of the 1960's. Nevertheless, it became clear enough
to them in about 1974 that the student population in the primary
school level had already passed its climax and would continue to run
down. Once again they did not have detail information like that
shown in Appendix I. But, they were aware of the fact that lots of
roof-top primary schools,6 and some in the government sector too,
had closed down because they had failed to recruit a reasonable
number of students, actually not even up to a break-even point. At
the same time, they believed the notion that both the birth-rate and
the refugee influx had been well under control for a long time.
It is difficult to say how important the School has been to
these managers as they did not look too involved. Obviously, it
will be too much for them to lose both the School and the Church. I
6
In the latter part of the 1950's and the beginning of the
1960's, the public houses in resettlement estate were usually of
8-storeys or even less. To expedite the development of primary
school education, the Government had let many civil organizations
use the roof-top of most of the houses for non-profit-making
primary schools at a norminal rent of HK$1.00 per month. Some
were given a subsidy on deficit ground. However, many of these
schools have closed down since 1970 as more and more primary school
age children have grown up and young adults moved out after marrige.
On top of this, almost all public houses built after 1965 are of
16-storeys or even more. In a new resettlement estate where
buildings are higher primary school education has to be provided
in a seerate and independent building.
7 The Crown Lease for the building of the school-and-church
complex was originally granted for school education on non-profit-
making basis. If the School were closed down, the Lease would
become invalid and the piece of land may have to go back to the
Government. However, opportunities are there for the Church-and-
School to negotiate with the Government over the usage of the land
so long it is within the welfare context.
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In order to maintain their School and their Church as well, they
decided in 1975 to change their school program from primary
to secondary. They also told the Government that they would
phase out the primary school program, gradually starting from the
lowest grade of the school at a rate of one grade per year.
The decision to develop the school upward looked natural
enough. But, timing could have been a problem. Firstly, it was
made ten years after the Government had issued its warning to the
private schools when it published its 1965 Education Policy.
Secondly, if the managers had looked into data listed in Appendix IV,
they should have noticed that the-student body for primary I was
the biggest in number in 1968 while the total student population in
the primary schools reached its climax in 1971. Under normal
conditions, the student population in the secondary sector would
have reached its height by 1977 the latest. In other word, it might
have been too late for the School to make the change. Decision to
change in 1975, or the change itself should have been made much earlier.
Like timing, resources, especially financial resource, and
the necessary procedures to obtain governmental approval were also
ignored. Since they had ignored overall planning., they did not
have a budget, or an estimate, for the change project. Very often,
construction programs and purchases were delayed because funds were
unavailable. As they were short of funds, but anxious to make
the change, they were from time to time tempted to skip as many
requirements imposed by the Government as possible. Unfortunately
they were often discovered to be going on the wrong track and
therefore called back to go over the prescribed procedures again.
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Although the unorthodox approach to the administration of
the 'change' project has not annoyed the Government to an extent
8
that it would disapprove the application for change from the School,
such an approach is certainly not helpful to developing a good
relation between the School and the Government, or the Government
Education Department to be exact. In an interview with the
researcher, an education officer opined that the school management
had been. too careless and slow in action.9 Definitely this educa-
tion officer was not happy with the School and would not give it
'extra' service 10
Perhaps the managers had not been too concerned of public
relations, or did not have for themselves an outward personality.
In general, they believed that they should concentrate as much as
possible on running a good school and in developing students in
stead of advertising their achievement. In commercial terms they
believed that good products sell themselves. They might not have
8 The original Crown Lease was good for running a primary
school only, and demanded that the primary school, i.e. the Good
Christian School should be run to the satisfaction of the Director
of Education of the Government. By Section 22(e) of the Education
Ordinance, the Director of Education may "cancel the registration
of a school, if it appears that the management committee is not
managing the school satisfactorily".
9
The education officer here was a friend of the researcher
for a long time and had been in a position to supervise the Good
Christian School. He was interviewed on 7th March, 1977 and his
opinion was given on personal basis.
10 While ordinances and regulations are always subject to
interpretation, an education officer can give far more help to a
school than he or she is officially required to.
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gone that far to condemn promotion. However education was such a
lofty idea that it should not become commercialised. Moreover, being
fundamentalist christians they felt uncomfortable to make use of
personal friendship or to rely on informal relations for the achieve-
ment of business objectives. 11 On the other hand they liked to deal
with organization representatives in a formal way and were satis-
fied with the conventional relations with the Education Department.
They told the researcher several times that the government education
officers had not visited the School for almost five years. They
were proud of this because they believed that the education officers
were often too busy for well managed schools. Although they were
right to a certain extent, no doubt they had ignored the fact that
education officers did come with positive advices as well as for
fault-finding, and that even more of them officiated at various
kinds of ceremonies in schools that had good relations with them.
As for relations with other organizations, the attitude of these
managers was the same apathetic. Actually, the School and its
managers had never participated in community affairs, or in activi-
ties jointly organized with outside organizations. In a way the
School may be considered rather isolated in the Shamshuipo District.
5.6 Student Development
In the final analysis, the goal of school education is the
11 The concept here is contradicting to the one which under-
lines the unorthodox approach to the administration of school policy
to convert the education program from primary level to secondary
level.
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"liberation of the maximum potentiality of the individual pupils."12
This may have been why student development has become the focal
point of attention for so many educationalists and for so many
centuries. Operationally, the goal of the Good Christian School
had, since it was established in 1958, been the provision of decent
education free, or at low cost, for the under-privileged children
in the vicinity. In fact, the School had been aiming at the children
primarily living in the Old Tomb Resettlement Estate. In a systemic
view, a school and a factory are the same they are subsystems of the
broader social system in which they are both embedded. If the
ultimate goal of the School is to develop the potentiality of students,
student development in a school is just like production in a factory.
In line with this parallel, students before development in the
school are raw materials teachers are workmen, technicians, and
engineers teaching methods and other development skills of the
teachers are production techniques examinations are quality control
finally, the school building and teaching aids are plant and
machinery. Of course a school may have research and development
like a factory because it should improve its programs and techniques
from time to time, too.
As the quality of raw materials is influencial to the pro-
duction process and the final products, the intellectual capacity
and other personal qualities such as motivation, drive for achieve-
12 Walker, Theory and Practice in Educational Administration,
p. 18.
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ment, and etc. of the students will affect the student development
programs of the school and the public examination results of the
students, while these results are often used as a yard-stick to
measure the degree of successfulness of a school. Since no research
has ever been done to compare the students of the Old Tomb Resettle--
ment Estate with those elsewhere, it is difficult to say how good,
or how poor, the students recruited by the Good Christian School has
been. However, it has been a long time government policy to provide
low cost housing to citizens of the lower income group, especially
those unfortunate victims of natural disasters13at a rate of 24 sq.
ft. per head,14 one can be sure that children in the Old Tomb
Resettlement Estate, as they are compared to those in ordinary
residential areas of the Shamshuipo District, are not so well pre-
pared for schooling. For example, they do not have spacious environ-
ment for doing home work, and very few of them can afford hiring a
private tutor--not even on hourly rate basis. Even fewer of them
in the 1960's and before could learn from their parents or elder
brothers and sisters, who might have been either too busy, or did
not know enough, to help them to prepare their home work. Since
there was no kindergarten in the Estate in the early part of the
1960's, children there had hardly any chance to prepare themselves
13 The first group of resettlement houses were built to
accommodate the fire victims of the Shekipmei and the Tung Tau
Chuen squatter areas in 1954. In the latter years, there have
been cases for victims of typhones, floods, and public works.
14 It has been increased to 35 sq. ft. per head since 1970.
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for primary school education.
In order to make sure better prepared students would be
recruited for its primary school program, the Good Christian School,
developed a two-year kindergarten program along with its pri-
mary school program and gave the kindergarten graduates priority
over other applicants in the enrollment of primary I students. Since
the Government had never given it permission to run a kindergarten,
its kindergarten program was reported to the government Education
Department as Primary I (Group B and Group C). Perhaps this was
also a reason why its school management did not want the government
education officers coming to it for inspection.
The School has been housed in a ?-storey building on a piece
of land measuring 160's x 60', with a roof-top playground, 15 class-
rooms, an assembly hall, and some space for staff offices. Since
the School decided to run a secondary school program, two of the
class-rooms were converted into a general science laboratory.
Because of wear-and-tear the school building looked a little bit
too shabby. In fact, many of the doors, windows, and blinds needed
minor repairs. Chairs and desks although were still useful looked
rather old. That made maintenance really difficult were perhaps
the little stones thrown onto the window-glasses by the naughty
children living in the resettlement houses in the vicinity of the
School. Fortunately, they seldom disturbed the teaching programs
because they always threw the stones in the evenings. However, the
laboratory which has been newly renovated and equipped is perhaps
the best piece of teaching aid of the School.
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Since the headmistress was a well qualified music teacher
and the School closely related to a church which was rich with
musical instrument, music had been the best skill or activity course
of the School. On the other hand, because the School was limited
with space instruction given on physical education in the roof-top
playground was most undesirable. As a matter of fact, this was the
subject that had invited most complaints from the secondary students.
The student development programs of the Good Christian School
had been mainly lectures, and what Professor Henderson called a
forced type of education. 15 Students were given heavy assignment
every evening and tests every week. Since classrooms were always
16
fully utilised for lectures, it was impossible to find space for
extra curricular activities such as those of the scout, medical
auxiliary, and etc. which were although carried outdoor needed a
store-room for equipment; nor had there been room for library,
domestic science and art-work. Coupled with the fact that the
managers and the headmistress were conservative christians, no pop
music and dances were allowed. Nevertheless, the school management
was not totally blind of the needs of the students in extra curri-
cular activities. They encouraged their student to participate in
religious activities of the Church after school and in the weekends.
Besides, they also organized table-tennis competition, calligraphy
15 Henderson, Educational Problems and Research, p. 12.
16 Classrooms were also fully utilized in the morning session
because school administrators believed students and/or their parents
preferred morning session to afternoon session.
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competition, picnics, and visits of observation for the students
on school days. As for the graduating classes of the primary
section, a 4-day residential camp would be organized for fare-well
purposes. In a fat year when the School was financially well-off,
X'mas party and other seasonal activities might also be organized
to add more pleasure to the school life.
No doubt, the headmistress was a dedicated teacher and had
genuine interest in developing her students. She liked to talk to
them and their parents individually. She was often the first one
going out of office to meet the students during recess time. She
was very patient with students who had behavioral problems. She
did not believe in corporal punishment. Whenever a student was
brought before her, the first thing she would do was to listen to the
student attentively and then pointed out the mistake and gave the
student a warning. Occasionally she might get angry and scolded
the student. But she seldom recorded her warnings, let alone beating
the student.
Probably, the way the headmistress handled the students with
behavioral problems had not been too effective. In fact she and
her senior staff admitted that the discipline of the students had
deteriorated a great deal. However their views over the issue were
rather divergent. The teahcers who believed more in punishment
were complaining against the headmistress of spoiling the students
with lenient treatment. On the other hand, she would rather blame
the staff turn-over which had happened year after year and given
rise to the fact that many of the teachers were too new for close
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cooperation. Besides, she also noticed that new staff often found
it more difficult to control class-room discipline.
Fortunately, students were still doing well in public examina-
tions, i.e. the Secondary School Entrance Examinations, the results
of which are given below:-
Total% of studentsStudents of the
awarded a subsidisedSchool awarded
schooling.insubsidised schooling








In fact they were doing better than average.
The performance of the secondary section set up in September
1976 was too new for adequate assessment. At least it could not be
measured against public examination results because public examina-
tions were set for Form V and above while the school program was up
to Form V in September, 1978.
17 These are data supplied by the Statistic Section of the
Government Education Department verbally over the telephone on lst
March, 1977. They are% of students passing the secondary school
entrance examinations with the qualification of being awarded a
Form I place subsidised by the Government.
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The greatest problem with this section was the very low
academic standard of the students enrolled. III fact, 95% of them
had failed in the Secondary School Entrance Examinations arranged
by the Government. The other 5% exceptions were either over-age
student for such an examination, or disappointed with the schools
to which they had been allocated. They were all students coming
up from the primary section of the School. In other words, none
of them was first class student. Not even those who came after
they had given up subsidised places in other schools. Actually the
public examination has been such that student of first class per-
formance would be allocated to schools most satisfactory to them.
Since almost all students were not up to standard, they were far
behind the normal schedule and it looked so uncertain that they would
be able to complete the secondary school program. The researcher
has talked to all students and found that most of them had difficulty
in English and mathematics while all of them in General Science,
World History, Economics and Public Affairs, and Geography. To the
teachers, the problem was two folds i.e. limited vocabulary in the
English Language and laziness. Although the teachers in Chinese
subjects were much better off, in general they did not know what to
do to upgrade their students' standard and felt rather frustrated.
Unfortunately, the headmistress was not able to give them
help. In fact, she was the Chinese History teacher for Form I in
the fiscal year 1976/1977 when she could cover a bit more than half
of the syllabus prescribed by the Government Education Department.
Nevertheless, the problem of below-standard students was not
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limited to the Good Christian School. In an education seminar
relative to the 9-year universal school education policy enforced
with effect from September, 1978, and organized by the School of
Education of the Chinese University of Hong Kong on 28th January,
1978, quite a number of participants were very much concerned about
such a problem coming from students whose academic standard was far
below average. As a way out, Mr. Lam Tat Lau, the Assistant
Director of the Government Education Department, suggested in the
seminar that both students and teachers should cooperate closely
and try their best. On the other hand, he opined that it would be
both unnecessary and impossible for those below--standard to finish
the whole course of the secondary education program like those who
were more capable.
In terms of student development methodology, the Good Christian
School was conventional and unsophisticated. In had not even tried
to pick up the activity approach promoted by the Government Education
Department in the recent years, not to mention carrying out research
and development project itself.
5.7 Personnel Management
A school was perhaps one of the simplest social systems in
terms of organizational structure. Take a look at the organizational
chart of the Good Christian School below:-
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Clerk C ratio: 1/1. 3ratio: 1/1.1ratio: 1/1.1
Labourer A
Labourer B
Here, the School Management Committee although worked under the
Board of Directors of the Good, Christian Church, was held legally
responsible for the operation of the School with the School Super-
visor acting as its chief representative.
The headmistress, being the head of the School, was responsible
to the School Supervisor for the daily administration of it. On the
other hand she could draw the help from her staff. As for qualifi-
cation, she had formal training as a teacher from a teacher training
college run by the Government Education Department, and is therefore
a qualified teacher in Hong Kong. She had been a teacher of the
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School since 1960 and the head of it since 1970. Besides, she
had a formal training from a local seminary and she worked in her
spare hours as a voluteer missionary for the Good Christian Church
which sponsored the School.
The academic and general secretary was not so well qualified
because he did not have formal training in teaching. However, he
had an even longer service than the headmistress. Apart from
assisting the headmistress and deputizing her when situations re-
quired, he spent half of his time teaching physical education in
both the primary and the secondary sections.
The qualification of the teachers in the kindergarten was the
lowest of all teachers in the School. They were around Form V
level occassionally, one or two of them might be as low as Form IV.
Although they were kindergartners, they had to be registered as
primary school teachers because the School was not allowed to offer
pre-primary school program. As for those whose education qualifi-
cation was below Form V, they worked as underground teachers. This
could have been another reason why the School did not want education
officers of the Government coming too often.
The qualification of the teachers in the primary section was
better than their colleagues in the kindergarten. In addition to
the headmistress and the academic secretary who also taught part-
time in the section, there were 10 full time teachers and 6 other
part-time teachers. With the exception of the academic secretary
and a senior teacher who were poor in English, all teachers were
eligible for admission into the In-service Teacher Training Classes
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which were a part-time evening course offered by the three Teacher
Training Colleges of the Government. Actually twelve of them had
been admitted already while the other three might still have to
wait for some time.
In the secondary section, there was no full-time teacher for
the fiscal year 1976/1977 when it was established for the first
year. All teachers, including the headmistress who taught music and
Chinese. subjects and the academic secretary who taught physical
education, worked part-time in the primary section, too. Although
two of them who took up the majority of the subjects had completed
the Form VI course and were therefore in a way most qualified of
all teachers, the response from the students was far from desirable.
Actually a few of the students left the School because they felt
strongly that they should not be taught by primary school teachers.
The administrative section was the weakest of all in terms
of staff's qualification. The two labourers are old women who did
not even know how to write their names. The clerk who worked full-
time for the fiscal year 1976/1977 had been a Form III leaver. The
other two clerks worked part-time only. One of them came to the
School once a week for book-keeping. The other one worked half-time
for the School on general affairs was also an employee of the Good
Christian Church like the headmistress she was also one of the
elder sisters of the School Supervisor.
Although the academic qualifications of the teachers of the
School were acceptable to the Government for registration purpose,
they were below the standard of those who taught in a government or
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a subsidised school. To be qualified as a public primary school
teacher, one needs to complete a teacher training course at any
one of the government teacher training colleges and obtain a
teaching certificate while a headmaster or a headmistress will have
in addition to a teaching certificate a minimum of five years
teaching experience in a public school or ten years in a private
school. For a teacher in the junior section of a public secondary
school, the teacher training course will take at least two years.
Finally, it takes a graduate from a commonwealth university to teach
in the senior section of a public secondary school, and a graduate
with an education diploma plus a minimum of five years teaching
experience in a public secondary school to be a principal.
Like academic qualification, the salary of the teachers in
the Good Christian School was also below that of their counterparts
18
in the public sector.
The Good Christian School paid HK$250- $400 per month for a
kindergartner, $350- $750 for a primary school teacher, and $800
for a teacher of Form VI standard, $1,200- $1,400 for a secondary
school teacher with either a diploma from an approved post-secondary
school or a certificate from a two-years teacher training course of
a government teacher training college. For a senior form teacher,
the School was prepared to pay up to $1,800- $2,000 per month.
18 Teachers in a fully subsidised school are paid according
to the same salary scale for those in the government schools.
However government school teachers enjoy more fringe benefits such
as free medical scheme, children education allowance and etc.
Besides, there are less senior posts in a subsidized school. See
Note 15 of Chapter I for their salary scales.
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No doubt, the scale was far below that of the Government; it
was however comparable to all other private secondary schools run
for local Chinese students. 19
Generally speaking, the Good Christian School was unlikely
to have problems in recruiting qualified teachers in the near future.
Nor would it have more problems than any other schools in recruiting
'good' teachers, which depended much more on interview techniques
in this case.
Since the teachers were paid in line with market rate, they
had no complaint over salary. Actually, there were from time to
time teachers willing to work part-time for the School without pay.
The secret lay in the fact that people who wanted to be trained up
as a teacher but fail to be admitted into one of the government
teacher training colleges would have to aim at the In-service Teacher
Training Courses which required a student to have a sponsor and two
years practical teaching experience. In fact the School had estab-
lished itself as a good sponsor for these student teachers.
A clerk with more or less the same qualification as a kinder-
gartner was paid more or less the same amount of salary i.e. $350-
$450 per month. This was about 1/2 of the wages of a non-skillful
blue-colar worker. However, since many people in Hong Kong still
19 According to the Appointments Service of the Chinese Uni-
versity of Hong Kong as well as the applicants for employment with
the Good Christian School from June, 1977 to June, 1978, the highest
salary offered by a private school to a senior form teacher was
$2,200 per month and to a junior form teacher, $1,600 per,month.
Actually only the most famous few paid this salary, while the
majority hiring a Form VI student with a Secondary School Leaving
Certificate for the Forms I--II offered around $650 per month.
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considered a clerical position more prestigeous and had more respect
for a school worker, the School did not find it difficult to staff
its administration section. As for the two part-time clerks and the
two full-time labourers, the present salary scale was acceptable.
Actually, they were very senior members of the Good Christian Church.
They were there only to give some help to the School.
No doubt, the sponsorship policy had been quite effective in
staffing the teaching faculty. So far there was no evidence that
it would give rise to performance problems. In fact, they had been
considered hard-working and responsible. After all, their students
had been doing pretty well in public examinations. But, this was
not to say that the policy was perfect. Unlike the part-time clerks
and the labourers, the primary section teachers were in general in
lack of a sense of belonging. Hardly any of them had ever promoted
the School to their friends and relatives, nor would they recommend
the secondary school program of the School to their primary VI
students.20 As soon as they completed their training programs
they resigned. Some of them found teaching posts in the public
schools, and some others might be employed as secondary school
teachers in other private schools.21
20 The researcher found this out when he attended the 1976
Graduation Camp for the primary VI students of the School.
21 The School had difficulty to re-employ them in the secondary
section not only because they were not acceptable to the students but
also because they were often too aggressive to be satisfied with a
low pay. In the long run they wanted employement with public pri-
mary schools which could afford to pay a much higher salary. In the
short run they did not mind taking up two jobs each paying them
around $1,000 or even less and working from morning till night.
The Taiwan graduates were often different. Many of them would pre-
fer teaching in the secondary schools where the pay was often lower
than a public primary school could afford.
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While the students' performance in public examinations, which
was often regarded as an important indicator of the performance of
the teachers and the school as a whole, had not changed from good
to bad, it is difficult to say accurately what harm staff turn-
over would do to the School. However, if the turn-over were not
so frequent, it might be much easier for the headmistress to develop
a better rapport with her staff.
The headmistress delegated little authority to her teachers
except class-room teaching. But this is not to say that she was
as authoritarian as a dictator should be. On the contrary, she was consi-
dered to be kind, frank, and considerate, although not necessarily
capable or professional in management. She often thought it was
unfair to ask the new teachers who were usually young and inexperi-
enced to be responsible for school-wide problems such as planning
for a speech day, organization for a school picnic, working out a
student prefect system, developing a promotion campaign, and etc.
She had great sympathy for those who had to take time to attend the
In-Service Training Course after school. She was therefore very
reluctant to ask her staff to do more than teaching. Take the
discipline problems for example, she believed that it took an
experienced teacher to handle students with behavioural problems.
She would not feel surprised if her staff failed to deal with the
trouble-makers in the class-room. Coupled with her genuine interest
in developing students, she was more than willing to take over the
hard cases from her teachers so as to release them for teaching as
soon as possible.
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Obviously the headmistress was not accepted by her staff as
a considerate person. They brought the trouble-making students to
her because they believed that she did not want them to treat
students too harshly. Although they were not held responsible for
administrative activities, they were often asked verablly in both
formal meetings and informal occassions to give their opinions on
school-wide peroblems. But, such a kind of initiations was often
regarded as formality and was therefore ineffective to make them
speak, let alone to generate initiative.
Judging from the fact that the school managers, as they were
represented by the School Supervisor, had failed to enforced their
policies through the headmistress, and the headmistress to win the
true support from her staff, there were evident communication gaps
around the School, or the three parties should have more confidence
in one another.
Following the communication gaps arouna the cuooi auu LLLe
inability on the part of the headmistress to delegate, it was
natural that all works, at least those within the School, fell on
the shoulder of the headmistress. Unfortunately, she was too much
'case-work' biased rather than a skillful general manager, she
simply could not find time to think through the school problems, set
priorities for daily operations, and find solutions for them. What
made the situation even worse was that she was unable to work whole-
heartedly for the School because she was also a busy house-wife at
home. On the other hand, she often took time during office hours
to attend to her family affairs.
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From a personnel perspective, the School was but another piece
of family business, which was usually founded by an exceptionally
capable household leader who managed by intuition and tried to
apply the once successful concept, style, and technique throughout
his life to achieving a fixed goal without modification. At the
same time, either by purpose or by chance, kept everything to him-
self and got himself over-worked. And then, the cycle might repeat
again in the following generation until the need for changes was
recognized some what too late.
5.8 Finance Management
In Hong Kong many people believe that private schools cannot
compete with those in the public sector, i.e. the government and
the subsidised schools, because these private schools on one hand
are unable to afford staff of the same qualifications and facilities
of the same qualities used by their counter-parts in the public
sector, and on the other hand have to charge a much higher school,
fee than the public schools. It seems that all problems have boiled
down to a financial one. Seldom have any people questioned the
financial skills and other abilities of the school management.
Like that of other organizations, the financial positions of
the Good Christian School may be seen from the comparative income
Statements and the Balance Sheets on the following two pages as
Tables 5.1 and 5.2.
The School had virtually no liabilities except some school
fees received in advance, while all payments of expenses were made





For the Years Ended31st August
1970 1971 1972 1973 1974 1975 1976Incomes:
238,939.00 245,984,00 246,528.00 241,977.00 246,901.00 234,891.00 205,998.00Tuition Fees
Registration Fees 624.00 588.00 450.00572.00 450.00 370.00 462.00
Profit on Sales of Motor Van 2.887.72
Rent Received 1,200.00
Donation Received
242,450.72 246,572.00 247,100.00 242,427.00 247,351.00 235,261.00 207,660.00Total Income
Expenditure:
1. Staff Salary, Wages,& Allowance 185,650.00 205,685.00 218,140.00 209,065.00 205,950.00 190,985.00 180,490.00
2. SummerCamp& Activities Expenses 2,600.00 2,563.70 2.800.00 3,678.00
3. Christmas Celebration Expenses 1,222.65 4.034.40 1,550.20
350.00 600.004. Audit Fees 600.00 600.00 800.00 800.00 800.00
5. Travelling Expenses 3,347.00 3,430.00 3,092.30 90.00 300.00 1,500.00
6. Stationery & Printing 1,429.20 1,399.30 1,542.85 1,739.70 848.15 1,377.70 540.70
7. Director's Meeting Expenses 129.50 29.80167.70 127.00 105.00
20.008. Postage & RevenueStamps 53.00 43.30 13.10 55.00 36.00
9. RunningRepairs, & Maintenance 1,968.10 14,682.40 2,161.00 24,558.60 1,741.50 9,209.70 8,796.60
10. Motor Van Expenses 2,889.90 3,060.70 2,475.75 2,337.55 2,852.50 3,316.55
2,514.3611. Light & Water 2,794.68 3,445.63 4,305.38 3,731.58 4,892.35 2,664.00
12. Cleaning & PumpingExpenses 1,190.50 1,487.20 2,019.601,416.70 1,413.60 711.10
13. Entertainment & Present 1,800.00 1,479.50 1,136.70 2,506.001,100.00 1,303.00
14. Supervisor's Administrative Allowance 6,500.00 7,150.00 7,150.00 7,540.00 7,540.00 7,800.00
15. Telephone 700.00 700.00700.00 700.00 795.60 977.44 528.00
16. Hymns& Educational Books 648.30 290.30 472.90 285.50 412.70
280.00 280.00 280.0017. CrownRent 140.00 4,896.00 2,448.00
18. Newspaper& Weekly 165.00 195.00 171.00 218.00186.00 240.00
19. Insurance 201.38 408.16 448.84 488.50
20. Advertising 760.00 850.00900.00 460.00 950.00 2,683.60
21. Staff & Student Welfare Expenses 4,206.70 826.70 888.60 1,321.00 1,085.70 1,043.90 4,679.80
160.0022. Athletic Expenses 174.20 411.00 700.00
23. First-Aid Expenses 78.80 26.5037.80 75.30
24. Prize for Students 445.30 468.30 607.30 486.30 1,159.30 1,257.75 537.95
25. Sundry Expenses. 1,909.00 1,260.25 1,424.60 2,192.80558.60 942.10 500.00
26. Depreciation on Furniture & Fixture 3,971.08 3,773.743,990.04 3,732.52 3,439.27 3,149.84 3,851.26
1.499.4527. Motor Van 1,666.05 1,214.551,349.50 1,093.10 983.78
28. Anniversary Celebration Expenses 3,461.90 4,882.40
29. Teaching Aids 328.00
30. Graduation Day Expenses 1,922.00
31. Loss on Burglary 1,909.00
Annnn32. Celebration 924.00
33. Disposal Van 6,354.07
34. Laboratory Expenses
35. Donation
230,821.02 259,681.58 258,662.81 272,722.60 238,312.80 236.747.11 217,526.78Total Expenditure





as of 31st August
1970 1971 19731972 1974 1975 1976
Current Assets
Public Utility Deposits 610.00 610.00 610.00 610.00 610.00610.00 1,200.00
334,657.51 334,657.51 334,657.51 334,657.51 334,657.51 334,657.51 334,657.51ChurchAccount (per contra)
50,724.04 47,595.74 30,910.64 10,936.64 15,978.64 18,690.64Balance at Banks(current) 746.64
10,113.03 856.24 6,820.77 1,064.74 6,008.31 4,006.82Cash 11,651.37
396,104.58 383,719,49 372,998.92 347,268.89 357,254,46 358,024.97 348,255.52
Fixed Assets
Furniture, Fixture & Equipment 35,447.48 35,910.44 33,963.70 33,592.68 28,348.5730,953.41 34,661.31
less depreciation
Motor Van at Cost Less Depreciation 14,994.45 13,495.00 12,145.50 10,930.95 8,854.079,837.85
50,441.93 49,405.44 46,109.20 44,523,63 40,791.26 37,202.64 34,661.31
446,546.51 433,124.93 419,108.12 391,792.52 398,045.72 395,227.61 382,916.83
Current Liabilities
Loan
School Fees received in Advance 25,620.00 25,303.00 22,850.00 25,830.00 23,045.00 21,713.00 19,269.00
Accrued Charges
420,926.51 407,816.93 396,258.12 365,962.52 375,000.72 373,514.61 363,647.83General Fund Account
446,546.51 433,124.93 419,108.12 391,792.52 398,045.72 395,227.61 382,916.83
Note: The church and school building is
on CrownLand under permit.
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liquidity by spending more or withholding some of its expenses. In
fact, the only asset of the School was cash either in hand or with
its bank. While the public utilities deposits were insignificant,
the School premises, although valuable, were built on a piece of
Crown Land which had been granted to the School on special terms
and therefore could hardly be sold.
• From 1970 to 1976, the value of the current assets had decreased
by $47,849.06 and that of the fixed ones by $15,780.62, amounting
to a total of $63,629.68, or an average,of $9,098.95 per year. Such
a long and drastic decline was an obvious warning that the business
of the School might have been in trouble for a long time. For
more information of the trouble, a review of the Income Statements
may be helpful.
It is clear from the Income Statements that the School relied
entirely on tuition fees, which had declined f-or two consecutive
years in 1975 and 1976. These Statements were a little bit complicated
on the expenditure side. However, since Salary and Wages were the
only important items that varied directly with tuition fees, they
could be used for comparision purpose. Although tuition fees had
decreased from $238,939 in 197Q to $205,998 in 1976, salary-and-
wages were limited to a decrease of $5,160 only. It looks either
the fees were too low or there was surplus capacity to take in more




FEES/SALARY RATIO FROM 1970 TO 1976
Fees/Salary Decline of








In a letter to the editor, Mr. C.K. Cheung the Honorary
Secretary of the Hong Kong Private Anglo-Chinese Schools Association
pointed out that from a tuition fee of $950 in a private school,
$750 would go to salary and wages and about $200 to rental
expenditure. 22 In such a case, the Fee/Salary ratio was 1.267 or
the salary is about 78.95% of the tuition fees. In an interview
with the author, a government education officer for the Shamshuipo
District pointed out that a school receiving subsidy from the
Government was expected to spend 80% of its income on salary and
wages the Income/Salary Ratio would then be 1.250. 23 In other
words, the Fee/Salary Ratio of the Good Christian School was much
22
C.K. Cheung, "Unfair to Brand all private schools as
'learning shops'", South China Morning Post, May 31, 1977, p. 10.
23 Since tuition fees in a subsidised school are always
smaller than subsidy from the Government, it is only meaningful
to compare the total income of the school to its salary and
wages.
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lower than other schools. However, since the teachers were paid
at the market rate, one can be sure that income, which consists
of mainly tuition fees, of the School was too low.
There were basically two possible reasons for a low income,
i.e.
24
1) the tuition fee on per head basis was lower than those of other
private schools,
2) there was a surplus capacity to enrol more students in individual
classes and/or the School as a whole.
From Table 5.4 of student distribution of the School in
March, 1977, one can be sure there was surplus of capacity for
enrollment in most of the classes.
TABLE 5.4
STUDENT DISTRIBUTION IN MARCH, 1977
Student Population on per Class Basis
(Class Capacity= 45 places)
P.M. SectionA.M. SectionGrades





Here tuition fees are referred to those in the primary
section of the Good Christian School. Actually, those collected
from the students in the secondary section are in line with
market rate.
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At the same time, there were 13 class--rooms in the School. The
A.M. Section of the School took up 12 class-rooms and the P.M.
Section 7. The class-room occupancy rate was 92.31% in the morning
and 53.85% in the afternoon. It is therefore quite evident that
the school facilities were underused in the afternoon, and for the
secondary section in particular.
Also according to the headmistress, whose children studied
in the primary section of the Pui Ching Middle School and the Kinder-
garten of the Heep Yan College, many a well-known kindergarten or
a private primary school, such as Pui Ching and Heep Yan, charged
a tuition fee more than double of what the Good Christian School
did in its primary section.
It looked time had come for the School to find out ways to
raise its tuition fees in the primary section as well as to recruit
more students to fill up the vacant places. Put it in the commer-
cial term, the School should set a higher price and make more sales.
Although pricing and selling are marketing problems which
will be dealt with in a greater length in the following section,
they should have been recognized in a much earlier stage if the
school management had ever done any financial analysis at all.
Nevertheless, marketing problems are not exclusively isolated from
financial management. Whenever the school management were asked
why had they not advertized and decorated their School as most
products needed good packaging and promotion, they often said that
they were short of funds. But, in fact, they had more than $60,000
lying idly in their bank way back in August, 197 0.
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The poor financial management of the School was also reflected
on the expenditure side of its Income Statements. The first weak
point was that there had been practically no budget exercise since
the School was established in 1958. What they had been doing was
to watch their bank savings and the number of students they recruited
every year. When the School looked nice in these two aspects,
they were more generous with everything. In general, they spent on
the programs which looked most urgent or desirable to them without
assessing these programs in the various dimensions of the School, or
really knowing what to achieve in the total context of the school objectives.
This might have been why they gave their School Supervisor an allowance of
more than $7,000 and spent more than $4,000 on the school van and
local travelling every year from 1970 to 1975 without incurring more
than $1,000 on advertizing or teaching aids. While the potential
impact of spending more on advertising and teaching aids were unknown
in accurate terms, the cutting off of the supervisor's allowance
and the expenses on transportation in 1976 without causing much
trouble to the school operations was a good evidence against the need
for these two latter items in the past six years. It is also
difficult to understand why the financial policy relative to student
activities were so inconsistant in the past except for the reason
that they had no planning and did not know what their problems had
been. On top of this, they had failed to make full use of the gra-
duation day in 1970 and the anniversaries in 1972 and 1973 for
promotion purpose. On the other hand these occassions were limited
to the school people, while agency representatives such as the
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government education officers and the parents of their students
could have been invited to the School with a view to promote good-
will or to let them know the existence of it.
Another weak point of the financial management of the School
was that book-keeping had never been done properly. Firstly they
did not define their accounts properly and had no chart to stream-
line their accounts. Consequently, many accounts, such as those
related to student activities, which could have been grouped
together for even reference were reported as seperated items in
an uncoordinated manner. Moreover, some of the accounts were not
used consistantly. For example, the Sundry Account included Cleaning,
Local Travelling, Advertising, Transportation and Coolie-Hire,
Newspaper and Weeklies, and Athletic Expenses in 1976 while these
items had been reported as seperate accounts in the previous years.
As for the local travelling expenses which had been reported under
a seperate account from 1970 to 1975, entries were also made to the
Sundry Account in 1974 and 1975. Finally, some of the minor income
and expenses, such as examination fees, proceeds from textbook
sales, and wages for hiring part-time labourers had been missing
from the audited financial statements. In other words, the financial
statements did not necessarily reflect the financial position
of the School.
The third weak point of the financial management of the School
was that its School managers had not properly used their financial
statements. At least they had never compared statements of differ-
ent years and read between the lines for planning and control purposes.
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As it was mentioned earlier in this section, they only focused on
the bank savings and the students they could recruit.
5.9 Student Recruitment
In spite of the many problems found in the various dimensions
of the School, the goal of providing low cost school education to
the underprivileged children in the vicinity was fully implemented.
As a matter of fact, 70% of its student population in the fiscal
year 1976/77 were residents of the Old Tomb Resettlement Estate,
another 20% came from the households around the School, still another
8% lived within the Shamshuipo District, while the remaining 2%
living outside the Shamshuipo District were residents on the same
side of the Victoria Harbour.
With the goal to serve the underprivileged, it was only natural
for the School to adopt a low tuition fees policy. But, to keep
the fees unnecessarily low was to misunderstand the people the School
wanted to serve, and to undermine the financial capacity, or to
upset the balance, of the School. Like many untrained managers
in the commercial sector, when the headmistress was asked why she
had to keep the tuition fees so low, she said that the poor children
could not afford an expensive education. Probably she did not know
that economic strength and price level were only two of the many
factors that would influence a consumer's decision. Therefore, she
often found it difficult to udnerstand people keep on sending their
children to her competitor kindergarten where facilities were
inferior to those in her school but tuition fees were higher and
accessories, such as uniforms, far more expensive. She found it even
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more difficult to udnerstand why parents of her students in both
the kindergarten and the primary section of her School had complained
from time to time of her fees schedule which was already exceptionally
low. At the same time, she had great anxiety to raise her tuition
fees lest sutdents would stop coming or turn to the government
primary school within a stone's throw and where tuition was free-of-
charge.
The trouble with the headmistress and the managers of the
School has obviously come from a habit or relying too much on
intuition and out-dated information. If they had cared to read any
statistical reports or policy papers published by the Government,
they would have been aware that the society as a whole had become
much more affluent. It is only too bad that the changed environment
has been taken unchanged all the way through.
If anyone wants to uncover the cause of such an arbitrary
approach to the selection of target population and to the formulation
of service strategies, one would find the school managers and their
25
headmistress rather self-centered or production oriented. Instead
of meeting the needs of the students and their parents, the school
management was more concerned of its own needs. In order to pro-
vide the cheapest services, the school managers were reluctant to
spend money on teaching aids, extra-curricular activities, and
decoration of the school premises, apart from hiring teachers who
gave lectures. On the other hand, since the society had become more
25 The term covers all myopic concepts as it does in McCarthy's
Basic Marketing, p. 25.
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affluent, students might have a need for the kind of sophisticated
services which students twenty years ago had not dreamed of. The
headmistress was perhaps more egoistic than the managers of the
School. For example she took more than two months to approve the
design of a suit of uniform for her students to wear in the physical
education lessons only because she wanted to find out from her
frineds and relatives the cheapest kind of material good for a sports
uniform and the tailor who would accept an order at a price excep-
tionally low. Actually, her students had been for a few months
pressing for a suit of uniform that might make them look smarter
than those in her competitor schools in the neighbourhood, and they
were willing to pay a fair price for a reasonable quality of
workmanship and material. Although her student had no objection
against finding the lowest price, they would rather have the
uniform made with a better quality of material and at an earlier
day. As for the headmistress herself, the time used in searching
for an exceptionally low price could have been used in other
aspects of management such as staff supervision, program development,
or promotion of the School.
Although the low cost policy did not win the kind of support
from the students and their parents the school management expected,
its genuine concern for the development of its students had been
much appreciated. In fact, in the first few years after the School
was established, the teachers used to visit their student at home
for at least twice a year for mutual understanding and better
communication with the students' parents. Although the home-visit
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program had been cancelled in the recent years because of the
increasing criminal cases in the city as well as robberies on the
street, the parents were quite satisfied with the telephone con-
tacts that followed. Very often, parents came to the School to
consult the teachers and the headmistress for the development of
their children. Occassionally, they might also come with their
family problems. As for the students, the headmistress was a
considerate person and good listener to whom they could talk their
problems over.
Another point always seen as a great asset by the parents was
that the School had emphasized hard work all the way through. They
believed that the teachers were hard-working and responsible people
because they gave much home work for the students to do every
evening. Besides, the students of the School had been doing pretty
well in the Secondary School Entrance Examinations for more than
ten years.
The support of the parents was no doubt genuine. Around 20%
of them sent more than two children to the School for whom they
had to pay $25-$35 per month each. Actually, they could have sent
their children to a government primary school within a stone' s
throw where they did not have to pay any tuition fees. However,
the influence of the parents was in most cases limited to younger
children in the kindergarten or reading a primary school program.
With one or two exceptional cases, students in the secondary section
had chosen the School themselves. This might have something to do
with their age. In fact the majority of them were over-aged while
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some others had failed in the Secondary School Entrance Examinations.
Again, there were exceptional cases. Three students in 1976 who
had passed the Secondary School Entrance Examinations of the years
returned to the School shortly after they had been allocated
subsidised places in other private schools which they felt disappointed.
They felt disappointed because:
1. the schools into which they had enrolled were profit-making in
nature and charged all kinds of fees apart from those for tuition.
2. the teachers were not serious enough and the discipline in class
was for most of the time out of control.
26
3. there were teddy boys and girls or members of the traid society
in the schools.
4. these school were housed in commercial-cum-residential buildings
and the premises were often over-crowded.
So far as the secondary section was concerned, very few students
came from other schools. Out of the 18 students who enrolled for
the fiscal year 1976/77, only one came from outside, i.e. the govern-
ment primary school at a stone throw's distance.
It is difficult to say which has come first, the policy to
serve people in the vicinity or the inability to reach far and wide.
What one can be sure is that the School has failed to reach more
people because it has done very little promotion. In the first
month with the School, the researcher found that the level of
awareness of the School was very low. Although it had been there
for almost twenty year, it was hardly known to people outside the
26 Underground societies like the Mafia in the United States.
131
Old Tomb Resettlement Estate, not even to the Shamshuipo City Dis-
trict Office and the Shamshuipo Community and Youth Office of the
Government. As it was mentioned in the previous section on financial
management, the School had never made use of its graduation days and
anniversaries for promotion purpose. Although it spent a few
hundred on advertising every year, it had not done any adver tiz ing
per se what it did every year was announcing the date and place of
its entrance examinations in one or two local newspapers. It is
incredible that the School neither advertized for staff. According
to the headmistress again, her staff found their way to the School
either from the telephone directory or through people associated
with the School.
Nevertheless, the School accepted the recommendation of the
researcher and started changing promotion policy in 19 77. Although the
school managers did not prepare to spend more money on advertizing,
they had somehow:
1. agreed to increase the level of awareness of their potential
or target students who were mainly residents of the Sham-
shuipo District, 27
made more contacts with the government education officers2.
as well as agency representatives in the same district,
opened the School after lecture hours for public activities3.
organized by government offices and welfare agencies in the
27 When the funds were limited and the level of awareness was
generally low, it was felt more appropriate to focus on the potential
students in the District. As it will be discussed in the following
page, the market potential for the School in Shamshuipo was not bad.
See also Table 5.7 in page 136.
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same district.
In order to understand more of the prospect of a private
schools in the Shamshuipo District, the researcher has worked out
Table 5.5 from data provided by the Government Education Department
in March, 1977 as at Appendix III.
TABLE 5.5













395,261226,40839,799Student To to l
28 Including the Old Tomb Resettlement Estate.
29
Including the Shamshuipo District.
30
Including Kowloon, Hong Kong Island, and the New Territories.
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From Table 5.5 some student/school ratios can be worked out
for comparision purposes at both primary and secondary levels and
in various geographical basis.
TABLE 5.6




No. of Kindergarten 172,41088,15411,839 231.38162.18Students for a 96538173
Primary School
178.66
No. of Kindergarten 172,41088,15411, 839
468.90358.76Students for a 37518833
Secondary School
459.76
No. of Primary 606,860308, 78146,731
1,642.451,416.09Students for a 37518833
Secondary School
1618.29
It is obvious that there were less potential students for an
average school at either primary or secondary level in the Shamshuipo
District. Since similar ratios were above average in the Kowloon
Area, and the Good Christian School would have difficulty to expand
into other parts of Hong Kong in the near future, the School should
therefore aim at, and direct its primotion programs more to, a wider
group of potential students within the Kowloon Area.
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However, this is not to say that the situation for an average
school in the Shamshuipo District was desperately hopeless. Take
the Kindergarten Ratio for Example. Assuming that:-
1. all students would be promoted to schools of a higher level
in the same district.31
2. the student population in the Kindergarten level and the
number of students in all levels would remain unchanged,
3. studetns would be promoted to appropriate schools on an
even distribution basis,
the students leaving the kindergartens in the District in 1977 would
fill up 81 places,32 i.e. almost 2 classes33 in each of the 73
primary schools in the same District in the same year, or 179 Form I
places,34 i.e. almost 4 classes in each of the 33 secondary schools
in the same District in 1980.
Now take the Primary Student Ratio in the same District for
example. Suppose the 1,416 students had been evenly distributed
among the 6 grades in the primary schools, for the same reason cited
above there would be 236 primary 6 leavers coming up to be Form I
31
According to the Government Education Policy 1974, a secondary
school is expected to "take its pupils from primary schools in the
same area." (Page 4 of the Policy).
32 Since programs in a kindergarten are for two years, the-
student population should be divided by 2 to show the number of stud-
ents leaving the kindergartens for the primary schools each year.
33
All class-rooms in the Good Christian School and those in
the government and the subsidised sectors have been designed for 45
students. Actually, most other schools are in the same situation.
34 For the same reason in Note. 32.
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students in each of the 33 secondary schools every year for at least
six years beginning in 1977.
No doubt, the situation was less favourable for a primary
school than for a secondary school in terms of market potential
because all public schools had the capacity to enrol far more than
90 Primary I students while on the other hand not too many schools
could take in more than 225 Form I students, or 1125 Forms I-V
students every year. So far as the Good Christian School was con-
cerned, it owuld be far from desirable to enrol more than 225 Form
I students each year with a total of 13 class-rooms and an aim to
operate a full fledge secondary school program reaching the Form
VII or the matriculation level. Otherwise, it would run the risk
of becoming too overcrowded to be attractive.
Although the potential market for an average school in the
Shamshuipo District looked inferior to those elsewhere, for a private
school the prospect might be brighter in the District than in other
places. Again from data in Table 5.5, one can work out the percen-
age of market share of the private school in various places in
Hong Kong as Table 5.7.
136
TABLE 5.7
MARKET SHARE FOR THE PRIVATE SCHOOLS IN MARCH, 1977
Hong KongKowloonDiscription ofLevel of Shamshuipo













63.20%= 64.89%= 72.73%Total Schools
278,29331,209 163,481By Student Population
39,799 226,408 39 ,621
Private Schools
= 70.34%= 72.20%= 78.42%Total Schools
The prospect of an average private school looked brighter in the
Shamshuipo District than elsewhere becasue it was where the percentage
of private schools was higher than average in both Kowloon and Hong
Kong as a whole. For a private school which found itself too weak
to compete with the public schools, this was a favourable situation.
Since the percentage of private schools in the secondary level
(72.73%) was far higher than that in the primary level (45.21%), no
doubt it would be more likely to run a private shcool successfully
in the secondary level than in the primary level.
With the information derived from Table 5.5 and assuming that
both birth rate and number of school places remained unchange one
137
would conclude that:-
1. market for primary school places was over-saturated in
1977, 35
2. market for secondary school places was saturated in 1977
and would continue for about six years from thence,
3. market for secondary school place would become over-saturated
by about 1982. 36
By the time when the market is saturated, the competition anon g
the schools concerned will become more rigiorious. Suppose the
public schools stopped growing in number, the competition for
students would be mostly limited to the private schools
35 It is easy to tell from Appendix IV that the student popula-
tion in the primary one level having reached its height in 1968
started declining in 1969, and the total primary school student
population first declined in 1972. The demand for primary school
places, according to a report in Wah Kiu Yat Po on 13th March,
1978, is expected to continue to decline until 1981.
The report also pointed out that lots of classes in the
subsidised primary school would have to be cancelled and a great
number of teachers become unemployed.
36 The kindergarten students in 1977 will come up to be Primary
Six students in about 1984 when'the primary student/secondary school
ratio will be lower than that in 1977 which was about right to keep
the existing secondary schools operating.
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themselves. 37 But, it looked so unlikely that such an assumption
would come true when the Government was determined to provide
Forms I-III education free for all children, who had completed the
primary education program and were below 16 years old, and a
subsidised Forms IV-V education for 50% of those who had completed
the junior secondary education and were below 17 years of age,
through public schools with effect from September, 1978. To
implement this new education policy, the Government intended to
build 161 new schools between 1974 and 1983, subject to funds
available. Without unforeseeable difficulties on the part of the
Government, it was inevitable that the private schools would have to
compete with their counterparts in the public sector in the long
run.
Of course, to implement such a big educational project was
not an easy task. In the first place, it would cost the Government
$2,259,906,000 more for recurrent expenses within a 5-year period
37 There is no evidence that any private schools have ever
tried to compete with the public schools for the same kind of
students. Most of them, if not all, function in a supplementary
basis, and aim at those students who fall outside of the target of
the Government. In fact most of the students in a private secondary
school have either failed or done poorly in the Secondary School
Entrance Examinations, some others are overaged, and still some
others are students of minority groups in Hong Kong, such as
Japanese, Portuguese, and etc. Private schools were many in the
primary level in the first part of the 1950's and in the secondary
level now, when there have been insufficient public school places.
The attitude of avoiding competition with the public schools is
quite different from that of the private schools in Taiwan, where
private schools often try to attract bright students from government
schools. For more details of the private schools in Taiwan, please
see report in Wah Kiu Yat Po, 20th July, 1977, p. 1/4.
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from 1975 to 1979, and a capital contribution amounting to
$719,001,000 for a 10-year period commencing in 1974. These were
estimates made at mid-1974 prices and no allowance had been included
for inflation and salary increases to be approved for the public
schools from time to time. While the Government may make every
effort to fulfil the educational targets of the project, as it is
stated in the last paragraph of the Government Education Policy 1974,
"their fulfilment must be subject to a regular review of the overall
resources available to the Government and of the share of them which
properly can be made available for secondary education."
The inability of the Government to be hundred percent sure
of its schools building program might help a great number of private
school managers to release some of their anxiety over the crisis
situation. Actually, even if its school building program should be
successful, the Government would still has the need to buy from
the private schools 774,454 places in the Forms I-III level and
19,007 places in the Forms IV-VI level in 1979, and 38,809 places
in the Forms I-III level in 1983. Besides, the government educational
project was not at all perfect for the following reasons:-
1. About half of the schools on the schedule would be built
into a asymmetrical schools where classes in the Fomrs I-III
level are more than double of those in the Forms IV-V level.
Students in the lower forms would know that a great number
of them are only half members of the school38 This could
38 See also Don Reynolds, "Facts Behind the Figures," South
China Morning Post, 4th February, 1978, p. 2.
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be a serious problem because according to the Government
Education Policy 1974, 32% of the total student population,
or 74, 500 out of 235, 600 studetns in the Forms I-III level
would be studying in asymmetric schools by 1983.
Some of the new schools would offer a 3-year course, which2.
would not lead to the Secondary School Leaving Certificate
Examination, as a grammar, or a pre-vocational, or a
secondary modern school. These schools would be unsatis-
factory to those people who wanted very much to be a white-
colar or a university student.
As part of the policy for universal education no more than3,
6% of the students in the same class would be allowed to repeat
for another year. On top of this, no student would be allowed
to repeat more than once in the whole o curse of education
in the primary or the secondary level. This would be
unfavourable to the slow learners.
Also as part of the universal education policy, schools were4.
requested to avoid elitist admission and to accept students
of all levels of ability, This could make it very difficult
for the teachers to teach and the programs rather dull for
bright students39 In commercial terms the Government was
going to offer one kind of product to all kinds of customers
or to treat all customers universal.
While the Government concentrates on producing enough5
school places for all children in the adequate age range,
39 Tung Fong Daily, 9th January 1979, p. 5.
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the quality of education would somehow and to a certain
extent be ignored. Apart from the "non-repeating" and the
"non-selective" strategies, the Government also planned to
employed a number of cost-saving gimmicks such as "floata-
tion system," "extended-day system," "asymmetric school
system," would handicap the interaction among teachers and
40
students, which was essential to successful education. On
top of this no more than 10% of the new schools which
had been scheduled for building before 1974 would be run as
public schools. In fact, according to the school places pro-
jection for 19.79, when student population would be expected to
reach its height, only 58.95% of the total student population
in the secondary level, or 224,780 out of 381,280 students,
would be studying in a public school. 41 Since the govern-
ment subsidy for a student in a government or a fully
subsidised school was about twice of that for another student
in a bought place scheme or a non-fully subsidised school,
one could be sure that the salary for the teachers in the
former group of schoo-h would be much higher than those in the
latter group of schools. This difference in salary might
adversely affect the morale of the teachers directly and the
quality of education indirectly.
In the past, say before 1974 or even before 1965, the6
40 Ibid.
41
Education Policy 1974, p. 19.
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public secondary schools were highly selective
ment of students. With the introduction of the universal
education policy all government and subsidised secondary
school would become almost non-selective and likely to
develop into a type of "domesticated" organization where "goal
displacement" and "preferential treatment" were popular
with the teachers while mal-adaptations, such as "receptive
adaptation," "drop-out adaptation," "situational retirement,"
"rebellious adjustment," and "side-payment adaptation," were
popular with the students42 Actually, these undesirable
qualities of education could be easily found in the public
education system in the primary level, which had become
domesticated since it was made free and universal in 110,71.
7. The free universal education would be limited to Forms I-III
only and the subsidised education in the Forms IV-V level
would benefit only 50% of those completing Form III.
With all these 'loopholes' in its new education project, the
Government would have great difficulty to phase the private schools
out from the total education system even it really wanted to. The
problem for a private school was perhaps how to take advantage of these
loopholes and make inroads into the market for school education in
Hong Kong. As for those private schools which were either in lack
of confidence, or unable to compete with the public
41 Carlson, "Environmental Constraints and Organizational
Consequences: The Public School and its Clients," in Managing Change
in Educational Organizations, pp. 194-98.
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subsidised schools, there would be opennings arising from the
bought-place scheme, 50% of the school age children in the Forms
IV-V level and even more in the matriculation level, and a small
market of over-aged and public school drop-outs.
5.10 An Interim Conclusion
The conclusions of a management audit, very often, can be
categlorized as the strength and the weakness of the management per--
formance-. This, is at least true in the case of the Good Christian
School.
The Strength
The strength of the management performance is best seen from
the horizontal dimension of the School.
In the first place, there was no obvious problems or conflicts
in the human relations aspect of the School. While the managers
were quick to agree with one another, the teachers and the headmistress
seldom came to serious confrontation over divergent views. The head-
mistress had excellent patience in keeping herself cool and rational
reasonably all the time.
While the policy to emphasize hard work and achievement in
examinations as well as love and concern for the students were well
accepted by the parents, the students t outstanding performance in
the Secondary School Entrance Examinations and the hard working
teachers might be considered assets of the School in terms of
student recruitment.
The ownership of a complete building specially designed for
the oepration of a school might be considered as another great
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asset for two reasons. Firstly, it-added prestige to the School.
Secondly, it released the School from a rental burden which was
always a great problem for other private schools. Most likely the
non-profit-making goal and status might have been helpful in winning
the confidence of its students.
Finally, the School was located in the Shamshuipo District where
public schools were far below average in number in Kowloon and in Hong
Kong as a whole. Chances existed for it to be converted into a sub-
sidized school or participate in the Bought Place Scheme. At least
it could avoid competing with as many public schools as it should
if it had been situated elsewhere.
The We akn e s s
For a school in crisis one can imagine that its weaknesses may
outnumber its strengths. Again these weaknesses may be found in various
aspects in the horizontal dimension of the School.
So far as personnel management is concerned, there was a lack
of mutual confidence between the headmistress and the teachers.
Consequently, the headmistress found it difficult to delegate some
of her authorities to her teachers and to ask them to do anything
falling outside their interest for example student recruitment.
This might have something to do with the frequent staff turnover
arising from an employment policy to staff the teaching faculty with
trainees of the In-Service Teacher Training Courses organized by
the government colleges of education. The School might also be-seen
as in lack of capable leadership.
Financially, the School was in lack of funds which were
necessary for further development in the near future. Besides, the
financial records were inadequate to reflect the financial position
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of the School accurately and in good time to facilitate management
control, plannings, and decisions.
In terms of student development, the School was weak in extra
curricular activities. In fact the School was short of space and
facilities for this purpose. As for the teaching programs, the
policy, which was rather teacher-oriented and emphasing so much on
hard work, although had been successful with the primary section,
could become a liability to the School some day because most of the
students recruited for the secondary section in the recent two
years were weak in academic performance and one of the possible
reasons for this weakness could be laziness on their part. Obviously
time had come for a review of their teaching philosophy, objectives,
and techniques.
A school is a service institution which is in many ways similar
to a firm. In the final analysis, a firm can exist or continue as a
going concern only when it captures a big enough market for its
product, or in the other way round produces a kind of product which
meets the need of a big enough market. For the same reason a
school must be able to sell and promote its teaching or student
development program.
Unfortunately the School was very primitive.with promotion
and marketing as a whole. The administrators were aware that
potential students had been decreasing in number but did not know
much about their competitors in the vicinity and the needs of their
target market. They had all kinds of cost saving gimmicks but no way
to generate more income. They were dedicated to student development,
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but far less enthusiastic in recruiting students. Apparently, they
were fully production-oriented but in lack of a marketing conviction.
At the same time, the Shabby out-look of the School and a lack of
space for extra curricular activities might have made student resruit-
ment even more difficult for the School.
Should the School be seen from its vertical dimension, or in
a managerial perspective, its weaknesses should be mainly a lack of
planning and controlling and somewhat of organizing and communicating.
Since the School had been consistent with the policy of
providing decent education for under privileged children in the
vicinity for almost twenty years, one can be sure that policy
implementation should not have been a serious problem areas in respect
of the crisis situation. However, room was still there for improve-
ment in delegating authorities and getting extra efforts from the
teachers without compromising their morale. Besides, programs could
have been better coordinated so that funds were used more effeciently
and effectively. Nevertheless, improvement in this area of the
School would depend very much on its planning mechanism.
Planning according to Koontz and O'Donnell is deciding in advance
what to do, how to do it when to do it, and who is to do it" while
decision making requires "a rational selection of a course of action."43
Basing on these premises, the School management had hardly any planning.
Although they had decided to provide decent education for the under-
privileged children in. the vicinity, their decision was no more than a
wishful thinking. In fact, it had neither been derived from thoughtful
premising nor supported with a concrete and systematic follow-up course
of action.
43 Harold Koontz and Cyril O'Donnell ed., Management a Cont injencv
Analysis of the Managerial Functions, London: c Traw Hill 6th 17(F.- 1 7
p. 145.
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Finally when the School was perceived as caught in a crisis situation,
the decision to substitute a secondary school program for the kinder-
garten and the primary school programs was made rather intuitively.
Like the initial goal-setting exercise, this was again followed-up
with adventious and haphazard responses. Although they had decided
to substitute a secondary school program for the primary and the
kindergarten ones, they did not apply for official registration of
their new program nor did they understand other minimum obligations
in such a movement. Although they had decided to build a laboratory
for their secondary school program, they did not know what equipment
to buy. But, what had affected student enrollment most was that
they had no comprehensive program for student recruitment. Conse-
quently, they remembered to put up a few pieces of advertisement 01
the new program in an arbitrarily chosen newspaper but forgot to
inform students and parents of the primary school section or members
of the sponsoring church.
However, for the School to fail to recognize the crisis of
oversupply in its incipient stage, the lack of a controlling system
could have been an even more relevant factor. As it was mentioned in
Section 1.5 of Chapter I, a crisis could not have developed without
some warning, while potential problems were often detectable with
routine information flow by experienced managers. But, the Good
Christian School was not only in lack of a data-based information
system, but also a constant review of its various functional areas
and the forever changing environmental factors.
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6.0 A MICRO VIEW OF SCHOOL ADAPTIVE BEHAVIOUR
AGAINST ENVIRONMENTAL CHANGES-- A
SUGGESTED MODEL FOR CRISIS
MANAGEMENT
6.1 The Problem Behind the Crisis Situation
Problem identification is difficult, especially to the managers
or administrators who are part of the problem. Often times, symtoms
are mistaken to be problems. The findings of the management audit
reported in the previous chapter, for example, were quite different
from what most people had expected to be.
Obviously, the most critical problem of the Good Christian
School was insufficient student. In fact, its student population
had been decreasing for some years. The starting point could not
have been financial. Although the School was short of physical resources
and would be much better off if it had been given a big donation or
subsidy, yet improvement in this area was not directly related to
student enrollment. In fact, resources alone would not bring in
more students even though they might make school life more interest-
ing and free education possible. On the other hand, the School had
neither debt nor collections for a long time, funds could have been
raised from at least members of the sponsoring Church if they proved
necessary. Besides it had no rental burden which usually ate up
20% to 25% of the income of an average private school. In this
case financial problem, if there were any, should have come up as a
result, rather than a cause, of the poor and declining student
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enrollment. As for the shabby financial information sub-system
which might have been detrimental in the controlling perspective,
no evidence was found that it had ill effects on the adaptive
machanism of the School. It should therefore not be considered
as the root issue of the crisis problem.
Secondly, the problem should not have too much to do with its
student development program because its successfulness was well
reflected in the achievement of its students in public examination.
Moreover, its "get-result" type of spirit was still most popular
among both students and parents in Hong Kong.
Actually, the above average achievement of the students in
public examinations reflected the good work of the teachers too. As
it was mentioned in the previous chapter, the hard working teachers
and the considerate headmistress were well accepted and should
therefore be considered as a great asset to the school. On the
other hand, no complaint was made against the paper qualifications
of the teaching faculty. Although they had little initiative in
recruiting students but difficulty in communicating with the head-
mistress, they were certainly the last ones to turn the students
away. Under such circumstance, personnel management was neither a
cause nor a consequence of the poor student enrollment of the
School.
In this point of time, the student recruitment function, or
the marketing management, of the school should be the most possible
problem area. However, if student recruitment should be analysed
with the 4-P's system like commercial marketing, the result would
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be also surprising to many people.
In the first place, the reason for poor student recruitment
was not associated with the fees structure or the pricing policy
because the School did not charge any higher than market rate.
Besides, many a parent sent more than one child to the School for
education while they could have preferred the government primary
school which charged no fees and was at a stone's throw from it.
This showed that fees were not the most influential factor for students
and their parents to consider.
The problem was neither associated with the location of the
School because competition for students could have been even more
rigorous in other districts. On the other hand the School was
conveniently located at a distance of less than ten minute's walk
to the nearest spots where public transports to the New Territories
as well as other district of the Kowloon peninsula were available.
Since it was not on the busy main street, it had the advantage of
a quiet surrounding.
Like the quiet surrounding, the independant school premises
could be counted as an additional advantage of the school in terms
of "product attribute", while many other private schools, like
Darwin, Kwok Kwong, and Maria in the vicinity were housed in resi-
dential-cum-commercial buildings. On top of these, the well accepted
teachers, the much sought "get-result" program, and the non-profit-
making policy and status of the School should also have been assets
rather than liabilities to student recruitment.
In respect of marketing mangement, the weakest point in the
151
marketing mix was perhaps promotion. As it was mentioned in the
previous chapter, advertising of the School was rather primitive
Apart from advertising the dates and place of its entrance examina-
tion in two of the widely circulated newspapers and at the entrance
of the School for a few days at the end of a semester, the School
did nothing else to promote itself. Graduation days and aniversaries
were not organized regularly and used for promoting the School. As
for the school managers, public relations seemed non-existing. In
fact they were reluctant to appear in the public as managers of the
School lest their appearance would adversely affect their relations
with the government and the organizations that had employed them.
It is therefore not surprising to see the School inactive in com-
munity activities. Although the effect of the barely, existing
promotions of the School has never been assessed properly, the
School was hardly known to people in the Shamshuipo Districtl not to
mention other places in the Colony. It is interesting to know that
70% of the students lived close to the School and that more than
half of them had brothers, sisters, friends, or neighbourers
studying in the School. But, the same data might also mean that
the School was under-promoted.
As far as the Good Christian School was concerned inadequate
1 Both city district officer and community and youth officer
had the difficulty to to cat the School when they were contacted
for the first time by the researcher. Yet they were supposed to
know more about local affairs and organizations than an average
person.
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promotion was only part of the reason underlying the crisis situa-
tion. From the standpoint of managerial technique, the School was
also too weak in planning or had hardly any planning.
6.2 A Way Out for the School
While the Good Christian School has been considered under-
promoted, it is still unclear why the School was under-promoted and in
lack of proper planning. However, crisis by definition is always a
critical situation recognized somewhat too late. In reality, it often
fails to be discovered in its incipient stage for the lack of an
effective controlling system on the part of the victim organization.
In the case of the Good Christian School, it is perhaps too late to
probe any deeper into the reason behind the inadequate adaptative
behaviour. What looks encouraging is that the school or its admini-
strators to be exact, has been alerted and become determined to do
something about the crisis situation.
Since successful crisis management requires adaptation on the
part of the victim organization, the rules suggested by Baldridge
and Deal for the management of education innovation and the promotion
of organizational changes may be helpful:-
1) A serious assessment of needs is necessary
2) Proposed changes must be relevant to the history of the organization
3) Organizational changes must take the environment into account
4) Serious changes must affect-both the organizational structure
and individual attitudes
5) Changes must be directed at manipulatable factors
6) Changes must be both politically and economically feasible
7) The changes must be effective in solving the problems that were
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diagnosed.2
By need assessment, Baldridge and Deal meant the process to
find out which part of the organization should be changed. Obviously
this was equivalent to the management audit of the Good Christian
School. Since the problem in a crisis perspective had boiled down
to be insufficient exposure resulting in low level of awareness,
the School was recommended a strategy of top priority to strengthen
its advertizing and public relations program.
In view of Rules 2, 3, and 4 suggested by Baldridge and Deal,
implementation of such a promotional strategy was expected to be
difficult because it was not only strange to the School but also
unconventional in the educational world at large. Besides, it
drained financial resources.
On the other hand, promotion from the marketing point of view
is a controllable factor and in principle the right answer to
increasing the level of awareness. On top of these two points, it
was politically feasible as all administrators of the School agreed
to give it a try. In order to make it economically feasible, more
efforts would be directed toward public relations and total expenses
to incur kept at minimum and at an acceptable level to the adminis-
trators. Consequently, the School was asked to:-
1) Make more contact with the Government education officers and
2 Baldridge and Deal, "Over View of Change Processes in
Educational Organizations" in Managing Change in Educational
Organizations, pp. 14-18.
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and agency representatives in the same district.3
Enlist the help of not only staff and students of the School2)
but also members of the sponsor church in both organized and
unorganized promotional activities.4
Open itself after lecture hours for public activities organized3)
by government offices and welfare agencies in the same district 5
Continue to advertize as far as funds were available.64)
However, marketing as a concept is very much customer oriented
and its success
"relies heavily on designing the organization's
offering in terns of the target market's needs
and desires and using effective pricing, com-
munication, and distribution to imform, motivate,
and service the market." 7
3 These people were form time to time required to make re-
ferrals or find school places for their clients and members. Besides,
the education offices were in the position to recommend to govern-
ment as to which shcools should participate in the Bought-place
scheme, or be eligible for subsidy. After all no expense would be
incurred in making contact with them.
4 The researcher was surprised to find not too many students
were aware of the addition of a secondary education program to the
School. Probably not too many of their parents and members of the
church would know either. To enlist their help would force them to
know more of the School. Besides, the school needed not only
funds but also manpower to launch promotional compaign.
S This would certainly increase the contact between the
School and the local community, and therefore the level of
awareness.
6 Presumably priority would be given to sign-board and poster
at, most eye-catching venus in the district and main access roads
to the Old Tomb Resettlement. T.V. time would not be considered as
it was too expensive for the School. However, newspapers would be
used in case funds should be available.
7 Philip Kotler, Marketing Management, 3rd ed., (Englewood
Cliffs, New Jersey: Prentice Hall, 1974), p. 7.
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Obviously, the basic promotion objective of the Good Christian
School was to inform, rather than to persuade or to remind, poten-
tial secondary school education consumers of itself. But more
specific objectives regarding such as the theme of communication
and the way to put it through would depend very much on the needs
and consumer behaviours of the potential students. Also, informa-
tion of Hong Kong people's attitude towards school education
generated in the previous chapters would be useful it was neverthe-
less second hand-and a bit too general. So, as one of the interim
recommendations for the School to fight crisis, a descriptive
research to identify the needs and consumer behaviour of the target
market deemed necessary. This will however be reported in the
following two chapters.
6.3 A Model for Crisis Management
Although the solution for the problem of the Good Christian
School in crisis would not be ready for testing until findings of
the suggested research on students' consumer behaviour are available,
a model for crisis management in a school setting is already in
shape. However, this does not mean all school in crisis had pro-
blems in marketing management, ought to advertize for a higher level
of awareness, and required a research on consumer behaviour of
students. While schools are different in various aspects, a
theorectical model has never been required to be identical to the
real situation. Otherwise, the model will be filled with over
abundance of specific details and the advantages of validity offset
by the unwildiness and a lack of generalized application.
156
Instead of describing a situation exclusively, a model.
mentions only some of the traits that are present such that it is
simple enough to understand and manipulate and yet close enough to
reality to yield meaningful results. In the case of crisis manage-
ment, this principle of theorectical model applied and the goal was
to develop a tool that would present simply and accurately the
major variables and relationships of the School system at large
and its adaptation subsystems in particular which were inadequately
understood.
Hitherto, the Good Christian School has been found to be successfull3
operating in the time when demand for the kind of service it offered
was greater than supply, but failing desparately in student recruit-
ment when the situation turned the other way round. Besides it was
not well known and failed to promote itself adequately, let alone
making the environment favourable to its operation. It looks
reasonable therefore to believe that a school would be caught in a
crisis situation if the school should fail to adapt effectively as a
response to environmental change.
Since a crisis by definition is recognized well beyond its
incipient stage, crisis management is more than often a matter of
urgency. Again in the case of the School under study, when crisis
was appreciated, it was already too late to question the validity
of the controlling subsystem which had no direct relationship with
student recruitment. Perhaps, it was far more important
to discover that the School was under-promoted because improvement
in promotion was not only manipulatable but also likely to affect
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student recruitment. Whatever the case might be, to identify the
problem behind the crisis situation in the shortest possible time
was imperative. As a result of the management audit reported in the
previous chapter, problem identification could be easily achieved
should the school be examined under segmentation. In fact a school
can be seen from both horizontal and vertical dimensions in a
managerial perspective, while problem may fall into one or even more
areas of production, personnel, finance, and marketing in the hori-
zontal dimension, or planning, implementing, and controlling in the
vertical dimension. Of course, each problem area can be further
segmented such that the problem so identified may be specific and
small enought for manipulation. In the case of the Good Christian
School, for example, its marketing management were further considered
in the light of product, promotion, location, and pricing while
product was discussed in terms of student development program,
school facilities, and teachers' qualifications promotion in terms
of advertizing, public relations, and level of awareness location
in terms of student distribution, transportation, and channel of
communication.
For crisis management, the overriding goal certainly is to
overcome the key problem of the crisis while the process of problem
solving will require adaptation on the part of the system concerned.
For example, it was suggested that the Good Christian School should
increase promotion and improve its communication techniques while
its administrators must give up their conservative attitude towards
advertising. So, when it comes to strategic planning, the "Rules
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of Change" suggested by Baldridge and Deal as they were quoted in
the previous section of this chapter should be observed.
Since time always runs short in a crisis situation, efficiency
is most desirable. For this reason, ooth Forest Horton and Charles
Hermann suggested to short circuit the routine information sybsystem
and charge the chief executive or top management with the responsi-
bility of crisis fighting. In their opinion, it would be desirable
to implement the. crisis management programs with an ad-hoc task
force the members of which had not been so much involved in the same
issue before. However, red-tape was not the case in the Good Christian
School. In fact, the organizational structure of the School was
simple enough to avoid time-consuming communication. Nevertheless,
attitude change could be difficult, while successful improve rent of
the promoting mechanism of a social system would require the efforts
of the marketing-oriented people. In case the administrators of
the School should fail to adopt a marketing-oriented concept, it
would be necessary to involve some outside people, who had the
required concept, for crisis fighting purpose.
7.4 Summary of the Chapter
Crisis management is in tact "fire fighting" in a critical
moment when time imposes a serious constraint. Like management
in ordinary days, or in the normal course of operation, it calls
for planning, implementation, and control. Nevertheless, emphasis
according to Horton Jr. during the course of crisis management is
always on problem identification, strategic planning and program
implementation.
Problem identification in a crisis management process is not
limited to crisis detection and definition; it includes an over-
all assessment of the environment as well as the system itself to
identify the part, or parts, which may be at fault and should be
changed, such that the system would continue to maintain equilibrium
with its environment.
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For problem identification to be effective and efficient, a multi-
steps organizational segmentation approach has been suggested.
This approach requires the school to be examined in both horizontal
and vertical dimensions. It is expected that the key problem would
come out in the horizontal dimension as a production, financial,
personnel, or marketing issue and in the vertical dimension as a
planning, implementing, or controlling issue.
When it comes to strategic planning, the "Rules of Change"
suggested by Baldridge and Deal should be observed, such that
changes must:-
1) be relevant to the history of the school,
2) take the environment into consideration,
3) affect both organizational structure and individual attitude,
4) be directed at manipulatable factors,
5) be both politically and economically feasible, and
6) be effective in solving the problems that were diagnosed.
To avoid pitfalls in patternized administration, an ad-hoc task
force established with some outsider experts deems necessary for the
operation and monitoring of the crisis-fighting program.
As for the Good Christian School where problem was promotional,
research into the consumer behaviour of the target students was
recommended. Besides, it was also considered important that some
peopel who were marketing oriented should be involved throughout
the crisis-fighting period and that the school should increase its
contact with the community and improves its promotion program.
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7.0 A RESEARCH INTO THE NEEDS OF THE CONSUMER OF
SCHOOL EDUCATION-- METHODOLOGY
7.1 The Need for the Research
To the behavioural scientists, purchasing is just a form of
problem-solving process in which the buyers go through several
steps on the way to either adopting or rejecting an idea, service,
or product. According to McCarthy, the basic problem-solving process
consists of five steps:-
"1. Becoming aware of and interested in the problem,
2. Gathering information about possible solutions,
Evaluating alternative solutions, perhaps trying3.
out some,
4. Deciding on the appropriate solution,
Evaluating the decision."15.
The adoption process, which makes clearer the role of learning and
the potential contribution of promotion in a marketing mix, is
similar to the problem-solving process and moves through six stages,
i.e., Awareness-Interest-Evaluation-Trail-Decision-Confirmation.2
Obviously, from a marketing point of view obtaining attention by
informing is necessary if the potential customer is to become aware
of the firm's offering. While the potential customer must have some
knowledge about the product offered if he is to buy at all, in-
forming in terms of promotion objective will affect his knowledge
1 McCarthy, Basic Marketing, p. 150.
2 Ibid., p. 151.
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level.
Coming back to the case of the Good Christian School, same
principles would apply. Since the School was found suffering from
a low level of awareness as a result of inadequate promotion, the
need to make many more people know of it through improvement of its
promotion program is self-evident.
Promotion as one of the four major variables with which the
marketing people work is communicating information between seller
and buyer with a view to change attitudes and behaviour. But,
communication is difficult. As a process, it begins with the source,
goes through encoding, message chennel, and ends with the receiver.
In each one of these major steps, there are noises or factors which
3
may reduce the effectiveness of the communication process. For
example, the source may not agree on what should be said and must
compromise with a general message. Or the receiver, a housewife,
may be distracted by children when the message comes out of her
radio. However, the basic difficult lies with encoding and decoding.
While the source must decide what to say, they must translate it
into terms that will be decoded with the same meaning by the
receiver. This can be difficult because the meanings attached to
various words and symbols may differ depending on the frames of
reference and experience of the two parties.4 In the case of






feedback from the receiver, say the target audience. He can judge
how his message is being received and adjust the balance of his
message accordingly. However, mass seller must rely on marketing
research or aggregate sales results to measure what the salesman
can see and feel. Other difficulties may come from the fact that
different audiences may perceive the same message in different
ways with different interpretation, and that they evaluate not only
the message but also the source of the message in terms of trust-
worthiness and credibility.
So, for communication to be effective, the idea is to know
the target audience as much as possible. Although much was said
about the consumers of school education in the previous chapters,
information so collected was either secondary in nature or intui-
tively sensed. For more accurate assessment of their frames of
reference and past experience, the need for an empirical attitudinal
research is mandatory.
7.2 Scope and Objectives or the Researcin
As it has been generally agreed, the overriding objective for
promotion is changing behaviour although basic ones include in-
forming, persuading, and reminding. Logically, writings on promotion
for a higher level of awareness are comparatively few. However,
studies in message awareness are not uncommon.
In a chapter on effective communication, Schramm suggested
four basic conditions:
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"1. The message must be so designed and delivered as
to gain the attention of the intended destination.
2 The message must employ signs which refer to
experience common to source and destination, so
as to "get the meaning across."
3 The message must arouse personality needs in the
destination and suggest some ways to meet those
needs.
4 The message must suggest a way to meet those needs
which is appropriate to the group situation in
which the destination finds himself at the time
when he is moved to make the desired response."5
As for Walters, the attention-getting value and meaning of the
market stimulus, which would be message in Schramm's term, depended
not so much upon the stimulus itself as upon the individual the
stimulus affected. He believed that each bit of perceptual informa-
tion must be assigned some priority. He also believed that the
factors assigning these priorities to the incoming data were not
primarily the stimulus factors but factors such as interests, needs,
and attitudes that can be measured by observing how a person
reacted to various standard stimuli.6 Obviously both Schramm and
Walters were suggesting that successful communication should be
customer-oriented.
While terminologies in the behavioural science are often
subject to interpretation, "interest" as a term is probably the
least adequately defined. According to the Advanced Learner's
Dictionary of Current English, it is a condition of wanting to know
5
Wilbur Schramm, "How Communication Works" in Advertising
Management- Selected Readings, ed. by Rapper W. Boyd, Jr. and
Joseph W. Newman,(Homewood,Illinois, Richard D. Irwin, Inc., 1968),
p. 86.
6 C. Glenn Walters, Consumer Behaviour: theory and practice,
(Homewood, Illinois: Richard D. Irwin, 1974), p. 148.
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about something or somebody, a quality that arouses concern or
curiosity, or something with which one concerns oneself. Most
likely, it can be understood in terms of needs and attitudes.
Although behavioural scientists may find it difficult to
agree to the exact nature of attitude, it is however recognized in
general as a learned and relatively enduring organization of belief
about an object, concept, or situation predisposing the individual
to some preferential response. Or in other words, it may be
broken down into the following three elements:-
I. Cognitive- belief or disbelief,
2. Affective- like or dislike, and
3. Behavioural- readiness to act.7
On the other hand, multi-attitudes may be organized into larger
clusters to make up the total attitude structure of the individual.
As a disposition to act, attitude may refer at times to
specific disposition and at other times to more general ones involving
clusters of attitude. Apart from structure, it has also persistence,
strength, and saliency. According to Katz, it would, in turn be under-
stood in terms of the needs it serves, such as:
1. adjustment or utilitarian needs,
2. the ego-defensive needs,
3. the value-expressive needs, and
84. the knowledge needs.
7 Perry Bliss, Marketing Management and the Behavioural Environ-
ment, (Englewood Cliffs, New Jersey: Prentice Hall, Inc., 1970), p. 94.
8 Thomas S. Robertson, Consumer Behaviour, (Glenview, Illinois:
Scott, Foresman and Co., 1970), p. 62.
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Similar to Katz, Bayton suggested the following classification:-
1. Biogenic needs- those arising from tension- systems, such as
hunger, thirst and sex.
2. Af f ectional needs- those to form and maintain warm. harmonious
and emotionally satisfying relations with others.
3. Ego-bolstering needs- those to enhance or promote the per-
sonality to achieve to gain prestige and recognition; to
satisfy the ego through domination of others.
4. Ego-defensive needs- those to protect the personality; to avoid
physical and psychological harm; to avoid ridicule and "loss of
face"; to prevent loss of prestige; to avoid or to obtain relief
9
from anxiety.




3. affiliation or acceptance needs,
4. esteem and status needs, and
5. self-actualization needs. 10
Basically, human needs fall into two general categories they
are either physicological or psychological in nature. In the
hierarchy-of-needs theory, it is believed that the lower level needs
9 James A. Bayton, "Motivation, Cognitive, Learning- Basic
Factors in Consumer Behaviour," Journal of Marketing, January, 1958,
p. 283.
10 A.H. Maslow, Motivation and Personality, (New York: Harper
and Brothers, 1954).
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must be met before the higher level ones becomes relevant although
people may from time to time be willing to satisfy the lower level
needs only partially before moving up to others.11 However, the
use of the concept of attitude and needs in marketing is dictated
by the manager's interest in the problems of the market place, not
by an interest in psychological theory building. Therefore, market
research on the relations of attitude and needs to behaviour should
not be typically designed to test whether an attitude, or a need,
is tied to a larger cluster or whether compliance is involved
rather than internalization. On the other hand, it should be
designed to generate baseline information of some intervening and
measurable variables for the predication of consumer behaviour, or
in case of promotion, for drawing attention, maintaining favourable
attitude, or changing purchasing behaviour.
Coming back to school education, the need was there to
identify the influential factors underlying the school selection
criteria of the students, or the purchasing behaviour of the school-
education consumers in general. Hopefully, information. so collected
would lead to the formulation of promotional strategy for at least
the School under study, i.e. the Good Christian School.
In line with the Maslow's model:
11
A.H. Maslow, A Theory of Human Motivation, in Readiness
in the Psychology of Adjustment, ed. by L. Gorlow and W. Katkovsky
(New York: McGraw-Hill Book Company, Inc., 1959), p. 216.
167
1. Physiological needs may be related to
- school fees, the cheaper the better
- fringe benefits and facilities, the more in quantity and
superior in quality the better
- the more effective and efficient in turning out capable
students 12 the better
- the status, or good-will, or reputation, the more prestigious
13
the better
- location of the school, the more convenient and accessible
the better
2. Security needs may be related to
- class structure and advancement system.
Henderson, former Professor of Education of the Hong Kong
University, has pointed out that people like to study in a
school of a "feeder" system in which a student is assured
of easier access to a higher level once he is in. 14
- school premises and teaching aids which are safe in use.
- school discipline which is in good order and free from
student behavioural problems.
- school premises and surrounding which are in a healthy
condition say free from noise and pulution.
12
Usually measured by their achievement in examinations.
13 Some people believe certificate from a school of renown
will be helpful to finding a job or a higher school for further
study.
1/14
Henderson, Educational Problems and Research, p. 12.
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3. Affiliation or acceptance needs may be related to
- teachers who care for their students
- management policies of the school that take the student's
interests into consideration
- management background of the school in terms of religion,
nationality, financial support, politics, and etc.
- family background of the existing or past students of the
school. 15
4. Esteem on status needs may be related to
- social status of the sponsor of the school that has been
stablished over year, the bigger in scale and the more
renowned the better.
- legal status of the school, a non-profit making one may
be more preferrable in comparison to a profit making one.
- reputation of the school as measured by the achievement
of its students in public examination, sports competitions,
or career after school.
- the outlook of the physical school and its surrounding. A
shabby outlook, or a low class environment may adversely
affect the social status of the school.
- the family background of the existing and/or past students
of the school, the higher in social status or the more
affluent the better.
15 Birds of the same feather gather together. However it is
also recognised that people of the lower social class may like to
join those in the upper one.
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5. Self-actualization needs may be related to any parts of the
school especially the teaching staff and the administrators
who believe in individuality and adopt effectively a student-
centred approach to teaching and/or student development.16
For research purpose, the objectives could be measuring the
needs and identifying the attitudes of the samples under study in
various aspects of a school such as:-
1. amount of school fees.
2. fringe benefits or student welfare programs.
3. school premiss - outlook, spaciousness, environment and etc.
(this item may also form part of the school image)
4. facilities - teaching aids, special purpose rooms, extra curri-
culum, sports and recreation arrangements, transportation, and
etc.
5. class structure and advancement or promotion system.
6. teaching or student development programs.
7. school teachers - paper qualifications, attitude towards
students and etc.
8. student achievement in examinations, sports and other open
competitions.
9. school discipline and student behaviour.
10. social norm of the school as to whether students and teachers
are hard-working and serious in education.
16
Self-actualization as a need in Maslow's hierarchy is
perhaps the least substantiated and understood. It is considered
here as being successful in achieving one's goals and liberizing
one's potentiality.
17
11. social economic status of the graduated or past students.
12. social economic background of the families of the present
students.
13. social status of the school management or the school sponsor.
14. the expressed and perceived goal of the school.
The proposal of the above research targets, although looking
theoretical, is not unrealistic. As it was pointed out in Chapter
I. Section 1.4, tuition fees, accommodation, equipment, facilities,
reputation, and teacher's qualification were considered important
factors of school selection behaviour, at least by the private
school administrators. It was also mentioned in Chapter 6, Section
6.6 that a number of students left the school at which they had
been allocated a subsidized school place but turned to the Good
Christian School where they were required to pay double the amount
or H.K.$40 per month more for their schooling. It was because they
did not like their previous school being too much profit-oriented,
receptive to students with behavioural problems and teachers without
dedication. Obviously there were good reasons to investigate into
the attitudes of the consumers of education in respect of the goal,
the discipline, and the teachers of a school. It was felt
desirable to examine into class structure and advancement system
because schools of a feeder-system were much sought after and people
wanted their children to be assured of access to higher level
schooling once their children were admitted. 17 Since these schools
17
Henderson, Educational Problems and Research, p. 12.
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were often schools of prestige,18 it was only natural that elements
constituting a school image should also come under study. As for
the teaching programs, which were considered equivalent to the
products of a business firm, enquiry-would be made in respect of
subject matter. In fact, people had for a long time preferred
grammar schools to technical schools yet industry in Hong Kong
expanded year after year and technical schools were coming up in
number simultaneously. 19 At the same time, social values changed
over time. Would it be possible that supporters for technical
school education over took those for grammar school education in
number in the near future, or at least constituted a considerable
size of market worth competing? However, language problem would be
left out from this research since the demand for Anglo-Chinese
schools was clearly far greater than Chinese schools while English,
as it was compared to Chinese, had proved to be more useful or
effective in helping* people with a better living.
While the research project was premised on the needs and
attitude of the potential students towards schooling, it was also
recognized that consumer behaviour was rarely controlled by a
single stimuli affecting a single sense. 20 In the case of school
selection, a student especially a younger teenager, may be over-
shadowed by his parents, elder brothers and sister in terms of
decision-making. So, the concept of student in this research was
18 Ibid.
19
Walters, Consumer Behaviour, p. 148.
20 Ibid., p. 150,
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enlarged to cover consumers of school education in general and a
plan to identity the decision-maker of a family regarding school
selection considered desirable.
In fact the importance of the source of market stimulus has
also been confirmed by Walter who said that consumers weigh percep-
tual evidence coming from respected or favoured sources more heavily
than that from other sources. It was for this reason, the viewing
habits of the respondents, or the channel of communication with them
to be exact, would also come under investigation.
7.3 Sampling
With the aim to get attention, rather than hold interest,
arouse desire, or obtain action, there was the need for the promotion
program to reach as many people as possible. However, the target
market should not be unlimited lest resources would be spread out too
thin. As school education was related to the students who had been
found more independent than their parents long time ago, it was only
logical that the students, especially those coming close to their
final year of a school program, would become the primary target of
the anticipated promotion program. Nevertheless, parents in Hong
Kong were still very much concerned of the school education of their
children they should not be left out from a mass promotion campaign.
The third group of people deserved attention would be the friends
and relatives of the students concerned. Probably people below ten
years old or above sixty years of age might fall outside of the
target for promotion as they were unlikely to influence a decision
regarding school selection.
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Since the Government was keen to enforce a school net-work
policy and that market potential for a private school was still
enocuraging in the Shamshuipo District, it would be desirable to
emphasize local promotion and enjoy more effective use of funds and
other resources.
For the same reasons given for the anticipated promotion,
samples for the scheduled research should also be taken from resid-
ents of the Shamshuipo District in the age group varying from ten to
about sixty. However, if students in the private schools were
compared to those in the public ones, the former would certainly
have a more direct understanding of private school education and
therefore gave more reliable answers to the questions to ask. Con-
sequently, about half of the respondents were selected from the
Good Christian School. Since they had given up free education, they
would likely be the kind of students the School should aim at.
Nevertheless, samples chosen for the research fell into the following
categories:-
1. All Form I students of the Good Christian School.
They were considered to be representatives of those who had
experienced private school education and were living close to
the school they had chosen.
2. All Primary V and VI students of the school
They were considered representatives of those who had experience
with a private school for some time, living close to the School
they or their parents had chosen, and need secondary school
education in the near future.
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3. All staff of the School
These were considered as representatives of those who had
experience with a private school, and were likely to influence
their younger family members in choosing a school for
education.
4. People outside the School
An equal number of people outside the School would be intro-
duced to answering the questionnaire by the prospective
respondents listed above. They were supposed to be represen-
tatives of the general public.
In fact a total of 310 people were asked to be respondents,
and 306 of them gave complete answers to the questionnaire at Appendix V.
7.4 Collection of Data
The only method used in this research would be questionnaire
formulated with both open-end and closed end types of questions.
To achieve the objectives of the research, these questions fell into
the following categories:-
1. To identify the image of a school in the mind of a potential
respondent,
2. To identify the respondent's expectation of a school,
3. To identify the channel through which the respondent get to know
a school,
4. To identify the possible variables that may affect the respon-
dent in choosing a school.
5. To understand the family background of the respondent.
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The objectives of the research will be spelled out and the
confidential nature of the research stressed at the beginning of
the questionnaire. The respondents would be made to feel that they
were important and that their views would be of great importance
not only to the research work but also indirectly to themselves,
their friends, and relatives because of the significance of the
research project.
The questionnaires would be distributed to the selected group
of students and the staff of the Good Christian School through the
headmistress each of the selected respondents would be asked to
bring home another copy of questionnaire and find for it a respondent
from among his/her parents, friends, and relatives. No respondents
were required to disclose their names. They might hand in or mail
back the questionnaires duly completed to the researcher through the
School. Furthermore, the questionnaire would be pretested.
7.5 Pre-test
Ten prospective respondents arbitrarily selected were asked to
answer the questions on a trial basis.
The respondents in the pretest had no problems in understanding
the questions. They all lived in Shamshuipo around the School under
study. However, the questionnaire was considered too long. Very
few parent respondents answered the questions. Many of them asked
their children to complete the questionnaire.
As a result the idea of identifying the Family Decision Maker
(FDM) in choosing a school was dropped. It looked unlikely that
the FDM could be identified with a direct question. Such as "Who
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select the school for you, or your children in the case of a parent?"
Out the last 4 demographic-oriented questions listed on
Appendix V.
7.6 Limitations
In terms of awareness timing could be an important factor.
According to Steilen, a consumer facing an environmental change
would go into a state of disequilibrium and produce active learning
by way of-information seeking and store experimentation. 211 In line
with this theory, the Good Christian School should be promoted to
new comers in the Shamshuipo District and/or any other new towns.
However, new towns were far away from the School and would constitute
a transportation problem which might be infavourable to student
recruitment, while new comers to Shamshuipo District would be difficult
to identify and reach. In view of time shortage, Steilen`s theory
would not be verified in a school setting. After all, the adminis-
trators of the School were prepared to put up posters in as many new
town as resources permitted and promotional effort would concentrate
at the end of the School year when students were more prone to looking
for school places.
The proposed research would not take care of too many details
to include technical factors of an advertisement.22 Besides, the
21
Steilen, The Impact of Environmental Change on Consumer
Behaviour, p. 162.
22 They were suggested by Walters in his Consumer Behaviour
(p. 151) as size, color, intensity, movement, position, contrast, and
isolation.
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administrators of the School clearly indicated that they would not
be able to afford T.V. times and other sophisticated promotional
medium. However, channel of communication regarding school selection
would be identified for practical reasons.
Lastly but not the least, samples chosen for this research
were rather arbitrary. On the other hand, the researcher wished they
could have been drawn from a much wider circle, or even from all
private schools in the Shamshuipo District. In fact he contacted
fourteen such other schools and was turned down. Most likely he did
not successfully win their confidence and support in a hurry. How-
ever, in a time of bitter competition for students, their feeling and
needs to keep everything secret were understandable.
Besides, the questionnaires would be filled by respondents,
and half of them filled at home free from supervision, there was
the danger for these questionnaires to be completed by incompetent
people.
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8.0 A RESEARCH INTO THE NEEDS OF THE CONSUMERS
OF SCHOOL EDUCATION-- ANALYSIS OF
PRIMARY DATA
8 .1 Treatment of Data
A total of 306 people gave complete answer to the question-
naire. Half of them were students and teachers of the school under
study while the other half the family members, relatives, or
friends of the school-related respondents. The school under study
collected all questionnaires duely completed.
Data were tabulated into fifteen tables according to the first
five questions of the questionnaire.
Since less than 5% of the respondents answered the last two
questions enquiring into their family background (income, children
attending school, and the schools attended) data so generated would
not be analysed for consideration.
Usually, respondents were requested to classify a list of
Factors, and/or Elements of Factors, as "Important", "No-comment"
or "Unimportant." They were however allowed to vote as many Factors
and/or Elements of Factor as they felt adequate as important/no-
comment/unimportant.
For calculation and ranking purpose a vote for "Important"
would be given (+1) point, "No-comment" (0) point, and "Unimportant"
(-1) point.
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Combined Weight of an Element of the same Factor was the sum
of the points given to the total votes and the basis for ranking.
The Total Combined Weight of a Factor divided by the Total
Number of Elements was the Weight of the Factor.
The Weight of a Factor was the basis of ranking when it was
compared to other Factors in order to find out which were more
influential to the respondent's choice of school in Table 8.11.
Exceptions devitated from the above mentioned principles for
the question construct and calculation would be specified for rele-
vant Tables.
Not much sophisticated technique would be applied in data analysis,
as the data were incidentally clear enough to show their relations
for an initial study.
8.2 Ranking of Schools
Data Collected
The respondents were asked to name four good, four fair/
ordinary, and four poor schools in response to Question 1. Conse-
quently, a total of 156 schools were named. Only the top-ten and
the bottom-ten of the lists were tabulated for analysis. It is




SCHOOLS RANKED TOP-TEN AND BOTTOM-TEN
Top-Ten
RatingManagement
Premises Location Combinedbackground Votes Rank
Weight
Q I HK Kin Gov Sub Pri G F P
Elizebeth 100 9 0 209 1
Tak Ching 64 61 24 165 2
La Salle 72 7 6 145 3
Queens 65 6 6 130 4
Delia 26 72 0 124 5
Tung Wah
Hospital
Group 42 15 3 96 6
Wah Yan 45 6 4 92 7
Tai Hung 29 19 7 70 8
Chan Shu Kui 27 42 28 68 9
St. Paul 24 15 58 105
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TABLE 8.1 (Continue)
SCHOOLS RANKED TOP-TEN AND BOTTOM-TEN
Bottom--Ten
RatingManagement
Premises Location Combinedbackground Votes t.a nk
Weight
Q I HK Kin Gov Sub Pri G F P
Kwok Kwong -33 19 28 44-
Chung Wah -30 0 3 44
Rainbow
-30 0 3 44
Mary
-30 0 3 44
Baldwin
-30 0 3 44
Chan Wai Chou 0 1 6 45
Tak Ming
-S1 1 8 45
Fut Kwong




_g0 1 0 47
Analysis
A. Explanation
Al. Premises- School Building
Al.l Q- Quiet surrounding.
A1.2 I- Independent or separate, as against those housed




A2. Location- Where the school premises were
A2.1 HK- On Hong Kong Island and no where else.
A2.2 Kln- On Kowloon side but may have branches in other
two venues.
A2.3 Gov- Government school.
A2.4 Sub- subverted by government
A2.5 Pri- Private school
A3.- Rating
A3.1 Votes- An indication of a respondent's opinion
A3.2 G - Good school
A3.3 F - Fair school
A3.4 P - Poor school
A3.5 Combined Weight-
1 vote for G carries 2 points
1 vote for F carries 1 point
1 vote for P carries -1 point
Those who did not vote or vote wrongly
are considered as no-comment and have
been excluded from weight purpose.
A3.6 Rank Schools were ranked according to points, or
weight they were given. The school that
carried most points came first.
B. Interpretation
Image of a school in the mind of the respondents
Bl. The image of a school had a close relation to the school
premises and management background. In fact all schools ranked top-
ten had their independent premises while only 30% of the ten in the
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bottom of the list had same facilities. At the same time, 70% of
the Top-ten were in a quiet environment, away from the crowd, and
heavy traffic while only one out of ten schools in the bottom of
the list was so.
B2. It is strange note that respondents did not think school
premises influential to their choice of a school. (Please read
Table 8.4) The only explanation thought of here is that they were
mostly students of the School under study or in some way associated
with the School, and the School was a private one housed in an
independent building specially designed for school, and in a somewhat
quiet environment. When they were asked to consider the three most
important factors that might affect their choice of a school, premises
were already not a serious problem when it was compared to the other
eight factors such as "School Discipline and Teachers listed in
Table 9.14. However it would be wrong to disregard "Premises" as an
influential factor because most of the schools listed in the bottom
of the Table were in a. far less favourable situation. Besides, the
respondents indicated a strong desire for quietness. In fact, they
gave 357 points to the factor "Quietness" in the overall consideration
of the premises situation of a school.
B3. People thought highly of the Government-run, or subsidized
schools. In fact, 80% of the ten top schools were run with public
funds while those in the bottom of the list private-owned. Possible
reasons were:-
B3-1 They had no financial problems, could afford highly paid
and hence qualified teachers as well as better facilities.
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B3-2 They were non-profit-making and charged far less fees.
B3-3 They enrolled better quality students and on the other
hand far less, if not no, teddy boys and girls, or members
of the traid societies. This point was also supported
by data in Tables 8.6, 8.14 and 8.15 where School Dis-
cipline, Style, and Norm would be ranked highest.
What kind of schools were better known to the respondents?
B4. As it has been mentioned in A4 of the analysis, a bit more
than 60% of the schools on the list were on Kowloon side. When it
came to be the first and the last 20 of the list, 90%, (18 out of 20)
of them were found on the Kowloon side. Although further investiga-
tions would be necessary to find out the actual number of schools
in the three different regions, it looked highly likely that the
respondents either knew the schools better, or had a better chance
to know the schools which were nearer to their residence. In fact




The respondents were given six possible venues an average
person would get to know a school. They were also allowed to choose
more than one venue if they should think adequate.
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TABLE 8.2
VENUES THROUGH WHICH ONE KNOWS IF A SCHOOL IS GOOD
VotesVenue Rankcr,No 0
Behavior of the students/
134 25 1





124 23.13% 3parents/friend's advice
Unidentified 64 11.94% 4






It is important to note that very few (Only 8.96%) of the
respondents came to know a school through mass media. However, it
is still too early to conclude at this point that mass media was no
good for making a school known to the general public. Further
investigation would be necessary if the following information should
be desired:
A Whether mass media were used properly in the past?
B Whether the right media were used?
When these data are read in conjunction with those in Table 8.3,
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we can be sure respondents were telling the truth when they indi-
cated the first 3 venues as most popular ones. Otherwise, mass
media in this table and exam performance would have been indicated.
8.4 Perception of School Functions
Data Collected
Four possible functions of a school were suggested and respon-
dents asked to indicate whether these functions were important when
they had to choose a school for education.
TABLE 8.3
THE MOST IMPORTANT FUNCTIONS OF A SCHOOL
CombinedFunctions Important No Commeni Unimportant Rant
Weight
Develop students'
267 30 9 258 1
reasoning power
Teach students
241 57 8 233 2much knowledge
Develop students'
interest in acquiring 219 67 20 199 3
new/more knowledge
Train students to pass




A The finding here is more or less the same reflected by
figures given in Table 8.14 as well as Table 8.15. Results of public
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exams and open competitions were not the first batch for consideration
B However the researcher feels somewhat uncertain if they
were not giving "Socially accepted" answers because most of the ten
top schools listed in Table 1 were famous for competition attainment.
C It however did not contradict to the figures in Table 8.8
where there would be an indication of importance for school exam
results because when the respondents responded to Question 4.5, they
were comparing different kinds of examination.
D Perhaps it is still reasonable to believe that they were
practical persons who knew:
D-1 it was better to have their reasoning capacity developed
and knowledge increased than just to pass the exams
with good results. After all, one with more knowledge
and develoepd reasoning capacity usually should have
.less troubles with their exams.
D-2 Good teachers and favourable shcool discipline were con-
sidered more important than good exam result too. Please
see Table 8.8 for more details.
8.5 School Premises
Data Collected
The respondents were asked if there had been any other elements
which they might think influential to the selection of a school.




ATTITUDE TOWARDS SCHOOL PREMISES
No Total CombinedElements Important Unimportant RankComment Votes Weight
Quiet
257 49 0 306 25 7 1Surrounding
Independent
138 89 29 306 159 2Building
Physical




Weight of the Factor--School Premises
249/3= 83.
B. Interpretation
B-1 A quiet surrounding was considered most important to the
respondents.
B-2 However, further investigation would be necessary to prove
that they were not giving Socially acceptable answers when they
indicated school physical outlook as unimportant while all of the




Respondents were asked to indicate if facilities listed in
Table 8.5 below were important to them. While most of the facilities
were found in public schools and private schools of standard, only
schools of long history and of prestige provided Foot-ball Field and
even less schools were able to afford Swimming Pools. Presumably,
the data collected would reflect not only the needs of the potential
consumers of school education, but also the degree of aspiration of
them..
TABLE 8.5
ATTITUDE TOWARDS SCHOOL FACILITIES
No CombinedElements important Unimportant RankComment Weight
Library 25 7 29 20 237 1
Craft-room 227 59 20 X07 2
Painting (Arts) Room 217 69 20 197 3
Basket-Ball Court 207 89 10 197 3
Music Room 168 128 10 158 4
Foot-Ball-Field 168 89 11949 5
Swimming Pool 158 69 79 79 6






Weight of the Factor--School Facilities
1203/8= 150.38
B. Interpretation
B-1 Why respondents thought so highly of library was uncertain.
It would be useful for decision making if we should be able to find
out whether they like to read more books? Or if they needed more
and better space for private study? However, this should not be
frustrating to private school administrators because all private
schools could afford a library even though it had to be a small one.
B-2 It would also be interesting to find respondents favouring
craft and art rooms so much. When this should be read in conjunction
with data in Table 8.10, where respondents indicated that a full
fledge secondary school program was more important than Matriculation




Respondents were asked to indicate their overall attitude
towards school reputation bearing in mind that variables of the
units of concern would be discussed in the following questions.
However some of the respondents simply jumped the gun and suggested
that a school should be famous for
a. having no teddy boys and girls.
b. having good teachers.
c. being non-profit-making in spirit.
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TABLE
ATTITUDE TOWARDS SCHOOL REPUTATION
Elements No CombinedImportant Unimportant Rant(Unit of Concern) Comment Weight
School itself 109 128 69 40 1
Sponsoring agency
-1069 158 79 2school





Weight of the Factor--School Reputation, Degree of being well
known, or Penetration -49/3= -16.33
B. Interpretation
B-1 The respondents were not too concerned whether or not
the school was knoim to many people. It looked the need for recog-
nition through affiliation on the part of the respondents was rather
low.
The finding had its support from data in Tabl4 8 .14 and
Table 9.15.
B-2 On the other hand, their need for a school with good
teachers and dedication but no teddy boys and girls was rather
intense.
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8.8 School Management Background
Data Collected
Respondents were asked to indicate whether or not it was
important for a school to be run by a certain type of sponsor if
they were to study in it.
TABLE 8. 7
ATTITUDE TOWARDS SCHOOL MANAGEMENT BACKGROUND
Elements No Combined
Important RankUnimportant(Sponsoring Agencies) Comment Weight
Government 99 158 49 50 1
Religious Body, with
69 207 30 39 2
govt-subvention
Non-religious body,
89 158 59 30 3
with govt. subvention
Religious Non-
-2069religious body on 14 8 89 4
private basis
Ordinary people on
-3059 158 89 5
private basis
Total Combined Weight: 69
Analysis
A. Explanation
Weight of the Factor--School Management Background
69/5= 13.8
B. Interpretation
While more than half of the respondents did not care the
193
management background of the School in which they studied, or intended
to study, they would still prefer a public school to a private one,
and a school run by a religious organization to one free from religious
influence. Probably, it was because the most prestigious schools
like St. Joseph, St. Paul and etc. were run by Churches which were
non-profit-making.
Please see also Interpretation B3 for Table 8.1.
8 .9 Achievement of a School
Data Collected
From information gathered in the previous chapters school
attainment may be judged by the achievement of its students in
examinations and open competitions. In Hong Kong, the most popular
examinations were school certificate and matriculation while com-
petitions were sports and music performance. Respondents were asked
to indicate how important was it that a school was able to turn out
successful students in these areas.
TABLE 8.8







Matriculation 118 168 220 98
-1079 89Sports 138 3
-28Music 140 9769 4




Weight of the Factor--School Attainment in Open Competitions
237/3= 79
B. Interpretation
Please see Interpretation for Table 8. 3.
8.10 School Teachers
Data Collected
In general people believed a good salary would attract good
teachers or at least teachers with good qualifications. However,
the term "good teacher" was undefined, although qualification might
be accepted as degree of educational training. To identify the
factors or make-up of a "good teacher", respondents were asked to
grade the importance of being knowledgeable and etc. Besides, they





No CombinedElements Important Unimportant Rank
Comment Weight
Knowledgeable 227 79 0 22 7 1
Considerate under-
198 79 29 169 2
stands students
Experienced 168 128 10 158 3
Patient 168 109 29 139 4
Willing to participate 128 168 10 118 5in student activities
Deligent 119 128 59 60 6
118 89 99Qualification 19 7
Total Combined Weight: 891
Analysis
A. Explanation
A-1 Weight of the Factor--Teacher is 891/7= 127.29.
A-2 Other Elements suggested by the respondents:-
A-2.1 serious in class, or lecture hours.
A-2.2 able to guide students in their study with care.
B. Interpretation
B-1 Just like the Exam-Results, the qualification of a teacher
is the last thing to consider.
B-2 It is however important to note that teachers were expected
to guide students in their study rather than to inject knowledge into
the students, or to force them to accept what they were told.
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B-3 Respondents played down paper qualification. Please see
also the Interpretation for Tables 8.5, 8.6, 8.10, 8.12.
8.11 School Curriculum
Data Collected
School curriculum or student development program is considered
equivalent to production program of a firm throughout this thesis.
In Chapter 4 Section 4.3 some private schools were reported as
start organizing., or increasing their extra curricular activities.
Obviously these schools assumed that there was a growing need for
these activities. Full-fledge secondary school program might be
important if students disliked changing schools too often but on
the contrary wanted a gurrenteed access to a higher level of educa-
tion. At the same time matriculation courses would also be important
if students did not want to be a technician but a white-collar in a
higher position. From the experience with the Good Christian School,
the researcher found some student thought that their school was
inferrior to other schools because the text books they used were




No CombinedElements Important Unimportant Rank
Comment Weight
Extra-curricular
207 89 10 197 1
activities
Full-fledge courses
178 128 0 178 2(F1- F5)
118Matriculation courses 148 128 30 3
Difficult text books 17799 30 69 4
Total Combined Weight: 562
Analysis
A. Explanation
A-1 Weight of the Factor-Curriculum is 562/4= 140.5
A-2 Other Elements suggested by the respondents were the "Text
books too difficult to read do not mean or garrentee students with
good education standard, or achievement. It is more important to
choose books that suit the students' standard."
B. Interpretation
B-1 There was more a need than a desire to have extra-curricular
activities. Further investigations would be needed to find out what
extra-curricular activities were expected.
B-2 While Matriculation classes were considered less important
than a full fledge secondary school courses, i.e. F.1 to F.5, it
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might imply that respondents were not too ambitious and that most of
them, or their children, would need a job after thier secondary
school education. It would be advantageous for a school adminis-
trator to find out in advance the market potential of vocational
training programs for secondary school graduates in the near future.
B-3 See also Interpretation for Table 8. 5.
8.12 School Fees
Data Collected
This thesis also maintains that school fees are prices in a
commercial terms. Since people in general believed that school fees
were the key issue at the bottom of the crisis situation respondents
were asked if school fees were an important point for consideration
when they chose a school for either themselves or their children.
TABLE 8 .11




School Fees 109 148 49 60
Analysis
A. Explanation
As a result, the weight of this Factor was 60, which was almost
the last thing to consider when it was compared to other Factors
included in Question 4. However, it was also considered the 3rd
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most important element that might affect their choice of school in
Table 8.5. Moreover, 80% of the ten top Schools listed in Table
8.1 charge least school fees.
B. Interpretation
Respondents might have mixed feeling over school fees. How-
ever it was highly likely that they in general would be willing to
pay a higher fees for good teachers and facilities provided they
could afford and whenever it was necessary.
8.13 School Disciplines
Data Collected
It was assumed that no students would like fighting in school
or no student who fought from time to time in school should be
allowed to stay on. Same assumption applied to similar or even more
serious offense. So respondents were asked how important it was
that a school should prohibit less offensive issues. However the
term discipline was use to cover social norm and style.
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TABLE 8.12
ATTITUDE TOWARDS SCHOOL DISCIPLINE
No Combined
Elements Important Unimportant Rank
Comment Weight
Stress on study and
extra-curricular 217 79 10 207 1
activities
198 79Prohibit smoking 29 169 2
Prohibit long-hair 178 99 29 149 3
Enforce School
168 109 29 139 4
Uniform policy
Stress on research
and activity 148 148 10 138 5
approach
Prohibit make-up 147 141 18 129 6
Total Combined Weight: 931
Analysis
A. Explanation
A-1 Weigh of the Factor i.e. School Discipline, Style, and
Norm was 931/6= 155.17.
A-2 Other suggestions from. the respondents:-
A-2.1 prohibit members of the triad societies, or teddy
boys and girls.
A-2.2 when the weather were cold, winter clothes other
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than school uniform should be allowed.
B. Interpretation
B-1 The fear to go to a school with teddy boys and girls,
reflected a very serious social problems in Hong Kong.
B-2 Please see the Interpretation for Table 8.1, Table 8.6,
as well as Table 8.15.
8.14 Travelling to School
Data Collected
The issue of transportation covers time, money, and covenience.
Presumably, time varies in direct proportion to amount of money to
spent but in adverse proportion to the degree of convenience.
Besides, time and money spent on transportation may be better spent
on study, recreation, or other personal activities. So to decide
whether or not a school should be promoted to potential students
farther away, it would be desirable to know the attitude the res-
pondents towards transportation back and forth from home to school.
TABLE 8 .13
ATTITUDE TOWARDS TRANSPORTATION
No. of respondentsTime spent on single trip basis
1/2 hour or less 128
1 hour or less 30





Respondents were asked to indicate the time they were willing
to spend on travelling back and forth to schools in a single-tip
basis.
B. Interpretation
Although many people, 128 out of 306, said that they were
willing to spend no more than 1/2 hour on a single-trip basis, there
were far more respondents, (30+69+79=198) willing to spend not more
than an hour. This meant that people living in Tsuen Wan and Shatin
in N.T., and most parts of the Kowloon, which might look far away
from Shamshuipo, could be potential students of the School under
study.
8.15 Selecting A School (A)
Data Collected
Factors supposed to be affecting the choice of a school would
be compared in terms of degree of influence. Data would be generated
from those collected in Tables 8.4 to 8.13.
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TABLE 8.14
A COMPARATIVE STUDY OF THE FACTORS INFLUENTIAL
TO THE CHOICE OF A SCHOOL (A)
Factors Weight Rank





Competition attainment 79 6
Fees 60 7




A-1 As it has been explained in p.180, the weight of each
Factor was derived from the combined-weight of the various elements
of the same Factor.
A-2 When the Factors were lined up for comparison, respondents
were found most concerned with School Discipline, Style, and Norm,
School Facilities, School Curriculum, and Teachers while the Manage-
ment of the School, and whether it was well known to the public, was
the last thing to consider.
A-3 Although the design of the questionnaire did not allow
the Travelling Time Factor to be compared with other 9 Factors,
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yet it would be possible with the data generated from Question 5.
The result of which will appear in Table 8.15 in the following page.
B. Interpretation
Please see the interpretation for Table 8.15.
8.16 Selecting A School (B)
Data Collected
Respondents were asked to list out 3 factors which they thought
most influential to their choice of a school according to the degree
of importance. Information so gathered would be used as a double-
checking and compared to that derived from Table 8.15.
TABLE 8.15
A COMPARATIVE STUDY OF THE FACTORS INFLUENTIAL
TO THE CHOICE OF A SCHOOL (B)
Votes for Importance TotalFactors Weight Rank
Most More Ordinary votes
Teacher 37 50 20 107 231 1
Discipline, style, norm 29 31 29 89 188 2
School fees 48 8 9 65 169 3
Curriculum 13 31 20 64 121 4
Travelling time 13 14 13 40 80 5
Facilities 11 14 4015 77 6
Competition attainment 11 12 14 37 71 7
Premises 1012 6 28 62 8
14Penetration (famous) 3 5 22 53 9




A-1 For weighing purpose, 3 points were assigned to a most
important vote, 2 points for a more important, and 1 point for
an ordinary.
A-2 There were a total of 306 respondents, but only 204
answered and prescribed votes.
A-3 Although the order of importance here was a bit
different from the previous one shown in Table 8.14, they were
roughly the same. The most obvious deviation was however the Factor
School Fees, which was 3rd here but 7th in Table 8.14.
B. Interpretation
In reply to Question 5 respondents were asked to compare
School Fees directly with other factors, while when they answered
Question 4 they were not aware that their answers would be used for
comparison purpose. It was also likely that they did have mixed
feeling over School Fees. Please see also Interpretation for
Table 8.11.
8.17 Summary of the Findings and
Interpretations
1. The respondents were either themselves studying, or having
children studying in a private school.
2. Many of them live in the Shamshuipo District on the Kowloon
side a few in the New Territories, but none on the Hong Kong side.
(Further research would be necessary if more details were needed.)
3. They were most concerned about the School Discipline, Style,
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and Norm. They had the fear of going into a school with teddy boys
and girls. 48.88% of the respondents judged a school from the
behaviour of its students and staff. 23.13% got an impression of
a school as a result of hearsay.
4. They looked for good teachers and facilities when they must
choose a school. They were most likely willing to pay a higher
fees in order to get into a school with these desirable qualities.
This could be particularly true when their choices were to be made
among private schools. By "good teachers" they meant those who were
"Knowledgeable", "experienced", and would guide students in their
study with love and patience.
5. Most of the respondents thought the most important
functions of a school was to develop a student's reasoning power
rather than to train students for examinations. But for examinations,
they* considered the Secondary School Leaving Certificate Examinations
most important.
6. They had a strong desire for extra-curricula activities,
and thought a quiet surrounding, though not necessarily a glamorous
building, was of paramount importance.
7. They were practical persons, liked practical subjects, and
were prepared to work after their secondary school education. Per-
haps only a few of them would aim at further education in colleges.
8. They probably did not want to change their schools too
often. They would, on the other hand, like to complete their
secondary schooling in the same school.
9. They knew very little about the schools far away from
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their residence. Very few (8.96%) of the respondents came to know
a school thorugh mass media. 23.13% of them from their teachers
and friends, while 48.88% of them had not known whether a school
was good or bad until they either got into it or met some of the
students or teachers of it.
10. They had more confidence in a non-profit making school
than a prof it-making one although they were willing to pay more fees
for the kind of schooling they wanted in case of necessity. Beside,
they also had more confidence in a school sponsored by a religious
organization than a school run by ordinary people.
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.9.0 A RESEARCH INTO THE NEEDS OF THE CONSUMERS OF
SCHOOL EDUCATION -- FINAL CONCLUSION
AND RECOMMENDATIONS
9.1 Final Conclusion
Although problems of mismanagement were found in all major
functional areas of the Good Christian School, the most critical one
that contributed directly to the crisis situation for the School was
mismanagement in the marketing function of the School.
For a long time the managers and their headmistress of the
School believed that they were unable to compete with the public
schools for student enrollment because they did not have facilities
and financial resources comparable to those of the public schools.
Fortunately or unfortunately, this was a fallacy. The fact was that
they had a market segment of students unlike that of their counter-
parts in the public sector. It was only too bad that they did not
see this fact and fail to communicate with their potential students,
or consumers of education in commercial term. They had in mind that
the School was a neighbourhood school, but there was no communication
channel between their school and their neighbourers. Actually they
had done practically nothing to inform their neighbours that their
primary school program was exactly what their neighbours wanted.
The decision to substitute a secondary school program for a
primary one occuring as an adventitious and haphazard response to
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the environmental presure stimulated by the Education Policy 1974
of the Government, made the crisis issue even more complicated.
The school managers were right to believe that the demand for
secondary school places was coming up, but wrong to ignore that
the supply was increasing even faster. The trouble was that they
had not got any data-based information about the demand and supply
of the school places, nor read the Education Policy 1974 carefully
before they made the decision. It was incredible that they did not
understand the complete procedure and regulations which were
necessary for converting a primary school into a secondary one, and
for running the secondary school thereafter. It was also unfortunate
that they did not explored the details of the Bought-Place Scheme
and the possibilities of participating in it. No double they had
far less experience in the operation of a secondary school program
than in a primary one, and the School was less known for its
secondary school program than its primary school program. According
to the headmistress of the School, in the first year of the secondary
school program, only about 10% of the students in the primary
section of her school knew that they had a secondary school program
in the same school.
For immediate action, they should launch a heavy promotion
campaign to increase the level of awareness of their target students.
For medium term action, they should negotiate with the Government
for a caput grant, or at least for a share in the Bought-Place
Scheme. For long term operation, they would have to plug the holes
in various dimensions of the school management.
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9.2 Recommendations for Immediate Actions
Crisis is a matter of urgency and therefore needs immediate
attention. Since the most critical problem was that the School was
little known to the target population, the managers and their head-
mistress should work out a promotion campaign immediately and put
it into practice. The teachers might be involved in the campaign.
Possible actions were:-
1. Inform the students of the School, and their parents, that there
was a secondary school program in the School, and they and their
friends and relatives were welcome to apply for enrollment.
2. Put up advertisements for at least once a week in several news-
papers, such as the Sing Tao Evening Press which was a family
paper, the Star which was a young people's paper, and Mei Foo
Weekly which was a paper for about 100,000 middle class residents
in the Me.i Foo Estate in the same District not far away from the
School.
3. Write to the kindergartens in the same District about the primary
school program of the School, and the primary schools about the
secondary school program. Try to talk to the principals and the
teachers in person. Those in the public secondary schools might
be willing to introduce the School to their students who failed to
catch up with their schoolmates and therefore wanted to go some-
where else.
4. Make some posters and sign-boards and get them posted in the
busy streets of the District. Professional postermen would be
able to post the posters far and wide. Of course the School
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might ask schools and children and youth centers of the District
to put up its posters for the attention of their students and
club members.
5. The School should not forget to enlist the help of its sponsor,
i.e. the Good Christian Church. The church members might promote
the School to their friends and relatives.
Sections 8.15 and 8.16, the themes for promotion should include:
1. The School was free from student behavioural problems but serious
in education.
2. The teachers were knowledgeable and dedicated in student develop-
ment.
3. The School was non-profit making and had the support from the
government in the form of a land grant.
4. The School was going to develop for its secondary school a full
fledge program to cover F. V in not more than two years.
Apart from promoting the School directly to the target popu-
lation, the school administrators should
1. activate their relations with government education officers respon-
sible for primary and secondary schools in the Shamshuipo District
2. sponsor and/or organize extra curricular activities for the students
3. extend the secondary school program from Form I to Form V with
effect from September, 1977.
Since the suggested promotion campaign had not been included
into their budget--actually they might not even have a budget per se,
they would have to appeal to their sponsor and to the members of
their sponsor for donation.
212
Finally, since the' school was tight with funds, the managers
and their headmistress should spend more time on the school rather
than hiring extra hands for the promotion projects. Of course they
could motivate the church members as well as their teachers to lend
them a hand as volunteers. It was a good time and place for them
to begin to learn to run their school and to improve the synergy
of the School as a whole.
9.3 Recommendations for Medium
Term Actions
Medium term actions should be taken right after the promotion
campaign which is expect to end in about September or shortly after
the commencement of the fiscal year 1978/ 79.
While the sign-boards might still be used or kept in the same
place, attention should be paid to them and make sure they were in
good shape but not defaced. In short the School should keep up its
image all time. However, advertising should be slowed down at this
time when the general public still had difficulty to accept a commer-
cialised school as a good school. But, the most important thing
for the school managers to do would be to negotiate with the Government
for a caput grant or for participation in its Bought-Place Scheme,
or in other words, to promote itself to the government, the most
important customer for secondary school places.
As it was mentioned in Section 5.10 of Chapter 5 the Good
Christian School would be qualified for the Bought-Place Scheme
when its secondary school program were in full swing to cover Form V
students. Although the School will not be able to turn out
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candidates for the Secondary School Leaving Certificate Examination
1979, or the Government will not be able to assess the School in
terms of student examination results, the School being recognized
by the Government as a non-profit-making school and allowed erecting
its premises on Crown Land will receive some favourable consideration.
Nevertheless, the managers should sort out the details about the
procedures and the requirements, and above all should improve their
relations with the education officers concerned. Actually, these
education officers are in a good position to give the school managers
very valuable advice. They can also assist the School in some
informal ways.
9.4 Recommendations for Long Term Actions
In the long run it would not be at all advantageious to rely on
the Government for financial assistance or the Bought-Place Scheme.
Once the School becamea public school, it would have to forfeit
its right to recruit the kind of students it wanted to serve.
According to Carlson, a school without right to select its own
students would not be able to develop into a top class school because
it would be filled with reluctant scholars. In Hong Kong where
people were so much achievement-oriented, so particular about
examination results, and so keen about university education, it
would be dangerous for a school to develop into a second class, or
even third class, school. In fact, quite a number of government
primary schools closed down because they had been the first batch
to become domesticated and failed to compete with the subsidised
and the private schools. So, after the School got out of the crisis
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situation through the participation in the Bought-Place Scheme or
any other means, it should pay more attention to its student develop-
ment programs so as to train up capable candidate for public examina-
tions. Probably, the School would not be able to practise the lofty
educational ideals or philosophy until many years later when it
would be firmly established as a top class school.
Nevertheless, the following aspects of the School needed
improvement:
General
The school managers should study the various aspects of the
School carefully and specify the goals, functions, and operational
objectives of it. concretely and in a realistic way. They should
manage by results, and be able to identify unsatisfactory performance
and activities for corrections.
Personnel
The school headship should be filled by an open-minded person,
who would be interested not only in one or two minor functions of the
School but also in seeing the School in the total context of the
society, and be sensitive to the shifting forces in the forever
changing social environment. He or she should be able to formulate
strategic planning, manage by objectives, and above all, have the
kind of leadership to motivate the staff and students in the same
direction of accomplishing school objectives.
Student Development
Student development in a school is actually the production
function of a factory. The School should try to do as much as it
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could in preserving the right to select its students. In order to
attract and to keep the more capable students, it might need to give
some special fringe benefits to them in terms fo recognition both
tangibly and intangibly.
The more important thing was to understand their needs and
aspirations so as to program to facilitate their learning process.
As they have already demonstrated a strong desire for extra-curricular
activities, the School should organize, or help them to organize,
such act-vities as ball games, swimming, outings, scouting, Duke of
Edinburge Awards schemes, and etc. More over, some of the class-
rooms should be spared for indoor activities. It could be another
mistake to use them all for lectures.
Promotion
Promotion in the long run should not have its emphasis in
advertising, but should be more on public relations side, partly
because people did not like to see a school commercialized, and
partly because T.V. time and newspaper space were already very
expensive. Among the many public relation programs the School could
organize and/or sponsor some mass activities the following would be just
some of the examples:-
1. School open-days, anniversaries, speech day and etc.
2.
educational activities such as exhibition on health problems,
employment opportunities, and other interesting subjects should
be held in the hall of the School from time to time.
3. public lectures and/or seminars on topics interesting to people
in the vicinity should also be held at the School from time to
time.
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4. sports tournament and other open competitions such as speech,
painting, essay, and etc. could also be held by itself or in
co-operation with other civic organizations in the same District.
5. leadership development programs for students and young people at
large, such as sports captains, class monitors, and etc.
6. opportunity would also exist for organizing young people in the
same area, or the students of the School, into a volunteer service
teem to promote community spirit and/or to identify and solve
community problems.
Finally, the School administration and/or the managers of the School
should take time to participate actively in the community activities
so as to:-
1. increase the contacts with the primary school heads and other
agency heads working in the same area.
2. increase the chance of exposing the School to the general public
all over Hong Kong.
3. build up a good image of the School.
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10.0 CRISIS MANAGEMENT IN A SCHOOL SETTING
- TEST MODEL
10.1 Method and Organization
The crisis management model suggested in Chapter Seven required
that:-
1/. Problem be identified in the shortest possible time through an
organized research.
2/. An action plan based on research findings be developed such that
problems so identified could be handled in a rational and
systematic manner.
3 An ad-hoc task force and/or procedure to implement the Action
Plan be installed such that routine red-tapes be avoided.
However, the process of test model regarding crisis management
in a school setting had in fact begun with the management audit
reported in Chapter Five. The multi-steps segmentation approach to
problem identification also proved effective in producing quick
results. As a guideline for remedial action, the school administrators
agreed to adopt a research-base promotion program. Thus at this
point of time, what remained untested were perhaps:-
1/ The accuracy of the problems identified,
2/ The validity of the action plan, and
3/ The validity of this management-model.
Unfortunately, social sciences are unlike the natural sciences
where exact proving is possible. Apart from reasons given in Chapter
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Five Section 5.10 and Chapter Six Section 6. 1, whether or not pro-
blems had been accurately identified could be verified only when the
supposely correct action plan was implemented effectively to produce
positive result. The same principle also applied to the validity
of the action plan and this management model as a whole.
Therefore, test model in its real sense of this chapter was
to carry out the action plan developed with all the assumptions
made in this management model and see if the plan would give rise to
a satisfactory increase of student enrollment and save the Good
Christian School in time from going bankrupt. This would also mean
active and hard work to the school administrators as well as
observation to the researcher.
For observation purpose, the student population of the Good
Christian School and its financial activities after May 1977 when
both management audit and marketing research were completed would be
duly examined. However, to accertain that results and the "action
plan" were mutually relevant, attention would also be paid to
actions taken by the school administrators.
Since school years in Hong Kong begin in September and end in
July the following year, students who want a change are most active
in searching for alternative schools in late July and August. Although
student turn-over may also take place around February in the following
year when the second semester of a school commences, the volumn is
usually far less significant. For convenience, the action plan and
its implementation would be evaluated in March 1978 the latest
against student population and profit margin. Hopefully a happy
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conclusion could be drawn at the end of the school year in August,
1978.
10.2 The Good Christian School From
May 19 7 7 to March 1978
Based on the assumptions derived from the management audit
presented in chapter six, an action plant to promote the Good
Christian School was developed in June 1977 such that it could be
implemented in time to recruit students for the next school year
commencing in September, 1977. According to this action plan the
school should be increasing its social contact, accelerating the
development of the Form V program, and negotiating with the Government
for a caput grant, or at least for participation in the Bought Place
Scheme during the next fifteen months with effect from June, 1977.
Unfortunately, nothing exciting realized except that some
effort, apart from newspaper advertizing, was made to enhance public
relations. As for student enrollment, only 15 new students were
recruited for Fl, 6 for FII, and 110 for both the kindergarten and
the primary section. This represented only a net increase of 21
students for the school year 1977/1978 because on the other hand 110
students, who were mainly final year students of the kindergarten
and the primary section for the school year 1976/1977, had left the
school in September, 1977. Consequently, the School was later
2
found losing $10,715.85 for the year ending 31.8.78.
1
It was outlined in Chapter 9 Sections 9.2 and 9.3 as




The poor performance regarding student recruitment was in
fact first detected in September, 1977. However, final review was
conducted in March 1978 according to schedule such that the integrity
of the experiment might be maintained. After all there was no
evidence whatsoever that a meaningful number of students could be
recruited after the main recruitment season. For ease of reference,
observations from the review are highlighted below in the same format
used for reporting the Management Audit in Chapter Five.
The Management Committee of the School
Apart from the Headmistress who actually attended to daily
operations of the School, the supervisor remained to be the most
active school administrator. He fully accepted the recommendations
from the researcher and instructed the headmistress to put them into
practice. In addition, he
1.
continued to negotiate with the Government for changing the




continued to push the science laboratory project and get it com-
pleted in March 1978.
3. published school news in the Monthly News Letter of the Good
Christian Church which sponsored the School.
4. invited an experienced private secondary school principal to talk
to his committee members on school public relations and general
3 This was however unsuccessful because the District Education
Officer in charge of private secondary schools did not allow the





organized a small scale fund raising campaigne and collected
almost $20,000. 4
It was however noted that he had never seen the government
education officers in person. Contacts between the School Management
Committee and the Government Education Department was still very
bureaucratic and limited to paper work.
One of the other school managers had consulted his good friend
in the Government Education Department and was given to understand
that the Good Christian School had been too late for the Bought-
Place Scheme not to mention the caput grant. This particular
government education man pointed out that the policy to offer a 9-year
5
free school education with effect from September, 1979 was firm
and the government must therefore obtain enough Form I places at
least six months ahead. While the Bought-Place Scheme required
all participating private schools running a program leading to the
Secondary School Leaving Certificate Examination, the Good Christian
School was still in its primitive stage and would not run any courses
at- a level higher than Form II before September, 1979. As for caput
grant, the policy was in favour of schools operating in new towns




S This date was later amended and advanced to September 1978
making the situation even more critical for the Good Christian School.
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It was difficult to say what impact or ill effect such an
advice had had on the school administrations. Because they had
looked the same indifferent since the researcher first met them in
February 1977. Although they met from time to time to endorse the
supervisor's suggestions and reports, they did not go any further
to find solutions to the schools problems.
However it was worth noting that the School management as a
whole did not bother to meet the relevant district education officers
who were responsible for recommending private schools to the Bought
Place Scheme and the award of a caput grant, but took the advice
of another officer who was responsible for something else. Moreover,
this particular officer was in fact a senior education officer but
was taken by them as an Assistant Director of Education. It seemed
that they were not precise with problem identification and their
strategic planning, if any, was not down to the point.
Upon enquiry, none of the school administrators were able to
give good reasons for not building up rapport with the relevant
district education officers. They all claimed that they did not have
time for that. Both supervisor and headmistress added that they
did not have good excuse to develop personal relations with these
government officers while all problems could be resolved with written
correspondence.
6
They all worked from 9:00 a.m. to 5:00 p.m. just like the
government education officers and therefore had a time conflict
should meetings be necessary.
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Student Development and Personnel Management
The style of student development remained basically unchanged
emphasis was still on getting good results in examinations. However
with the establishment of the Form II program, the newly recruited
teachers were more activity oriented. Students as a consequence
were from time to time required to study the live situations rather
than exclusively from text books.
Salary for teachers in the kindergarten and the primary section
was still low, ranging from $300 to $700. To avoid discontent and
jealousy, the Headmistress insisted not to pay those in the secondary
section too high a salary. On top of this, she also had grave anxiety
over the financial situation of the School and would desire to keep
the operating costs as low as possible. As a result, Form I and
Form II teachers were recruited from among graduates of the Taiwan
universities and some unrecognized post secondary schools in Hong Kong
at a monthly salary ranging from $800 to $1,200.
It looked there was no corelation among student development,
teacher's qualification, and teacher's salary in this case. After
all 92% of the Primary Six students were later found allocated F.I
places in the public schools while the Hong Kong average of the same
year was 75%. On top of this, students as usual had no complaints
against their teachers.
Financial Management
Average teacher salary on per class basis in the Secondary
section was $1,300 per month. Applying the government's 80% formula,
the total costs per class would be $1,625 per month. On the other
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hand, students were charged $45 per head per month.7 The break-
even point was therefore 36 students and much higher than the
actual student enrollment which was 15 for Form II and 18 for Form I.
The need to improve student recruitment of school marketing was
obvious.
In the kindergarten and the primary sections, the financial
capacity was far better. There were a total of 20 teachers and
salary expenses per class was on an average of $578 per month. The
break even point was around 30 and much lower than the actual student
enrollment which was around 40 students per class.
Student Recruitment
As was just now mentioned in the discussion on financial
management, the pricing strategy of charging low school fees had
failed to bring in more students for the secondary school program
which was the focal point of concern. However, apart from switching
advertising from the Star8 to the Mei Foo Weekly, putting up a
7 In the same year, students in most other private schools
were charged $60 to $80 per month per head. The seating capacity of
an average private school classroom was 45 to 50 students and the
expenditure would be much higher say $2,600 because of rental expenses.
Since the Government had decided to offer 75% of the primary school
leavers subsidized F.I education in 1977/78 and 100% free F.I
education in 1979/80, people believed potential F.I students for
private schools must become fewer year after year. As was mentioned
in Chapter Four Section 4.3. Some private schools had already in the
recent years brought their fees scale down to equal to the public
schools to enhance their competitiveness. The Good Christian School
being free from rental burden was of course in a much better position
to adopt such a pricing strategy. Nevertheless the actual enrollment
seemed to prove the school management had been wrong to assume
school fees and finance capacity were most improtant factors in a
student's school-selection-decision.
A newspaper mainly for young readers.
V
A publication free of charge and circulated to a private
residential estate housing around 100,000 middle class people in the
the Shamshuipo District.
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big banner and a 4' x 6' notice board in front of the school, and
publishing news of the school in the Monthly News Letter of the
sponsoring church, the School had not done too much in promoting
itself in the critical seasons from June to August in 1977 and from
January to February in 1978. It did not even spend more on
advertising than the year before.
When enquiry was conducted in March 1978, the reason given for
insufficient promotion was no more an ethical problem but rather a
matter of inadequate know-how. In fact, the School administrators
although were somewhat frustrated believed that they had tried
their best and done all they could to promote their School.
10 •3 Reinforcement of the Crisis
Management Model
Although the School had failed to recruit the breakeven number
of students for its secondary section, no evidence suggested that
the crisis management model in question would be impossible to
function. On the contrary, it had been apparently left idle and
ceased to function ever since the inception of the Action Plan in
May, 1977. In fact, with the understanding that the Headmistress
was so cost-conscious and production oriented, the researcher had also
pointed out to the School management the possible need for an ad-hoc
task force to operate the Action Plan and an outsider management
expert to participate in the task force. Rightly or wrongly, the
researcher found it difficult to accept inadequate know-how as an
excuse for insufficient promotion. After-all the School administrators
were not expected to carry out any sophisticated promotion programs.
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They were only advised to meet the district education officers in
person as often as possible and to put up as many posters as
possible to publicise the existence of the School in district basis
apart from colony-wide newspaper advertizing. The researcher
would rather believe that the School administrators, especially
the Headmistress, were too easily satisfied with their own perfor-
mance and that it was an attitudinal problem coupled with a low
level aspiration which failed them to be motivated to try something
new or to make any changes. At this point, he fully agreed with
Baldridge and Deal that serious changes must affect both the organi-
zational structure and individual attitudes. As a matter of fact,
personal attitudes are difficult to change. However, the collective
attitudes of an organization may be changed more quickly if those
of the influential members are replaced.
As a remedial measure, the School management eventually
appointed the researcher their part-time principal with the authority
necessary to implement the action plan and to get the machinery of
the crisis management model operating. Thus a three persons task
force was formed, comprising the Supervisor, the Headmistress, and
the part-time principal, i.e. the researcher. While the Headmistress
continued to administer the daily routines of the School, the part-
time principal would be responsible for strategic planning, promotion
and other non-routine affairs leaving the supervisor to concentrate
on liaison with the School Management Committee, the sponsoring
church, and the district education officers. As a part-time principal,
the researcher officiated at the School on Monday mornings. However,
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he would also make himself available whenever the situation required.
Notwithstanding the appointment of a part-time principal, the
crisis management model presented in Chapter six, Section 6.3
remained basically unchanged. The appointment in fact confirmed
Baldridge and Deal's notion that serious changes must affect the
organizational structure and individual's attitudes. However, the
reason for the appointment was not so much to cut down the red-tapes
which might hinder communication and/or decision making mentioned
at*the beginning of this Chapter, but to facilitate a quick change
of organizational attitude of the School for the implementation of
the Action Plan which dictated a course of undertaking new to the
School administrators.
10.4 The Good Christian School From
March 1978 to August 1979
Plugging the loop-hole of the crisis management model with the
researcher participating in it, the researcher was not only observing
the development of the school and the model but was also managing
them. While it was inevitable that the researcher had to hypothesize,
to devide, and to correct his decisions regarding daily administra-
tion of the school from time to time as well, the philosophy of the
model remained unchanged and the Action Plan was carried out in its
full shape without unscheduled programs. In short, efforts were
made mainly to:-
1. Enhance the target customer's awareness of the school by increasing
the social contact of the school through personal contacts with
the district education officers, newspaper advertising, poster
display, and disseminating news of the school to the sponsoring
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church, local education institutions, social centers as well as
students of the School and their parents either regularly or
on seasonal basis.
2.
Extend the secondary school program up to Form V level to satisfy
the needs of both existing and target students for continuity
and an integrated secondary school education10 and to fulfil
the requirement of the government for a private school to be
considered for participation in the Bought-Place Scheme. 11
Again, for easy reference, the researcher's experience with
the Good Christian School from March 1978 to August 1979 will also
be presented by its functional areas-.
Student Development
Strategically, the production function of the School remained
emphasising on classroom lectures, much homework and examination
results. Development-wise, the School continued to phase out the
kindergarten and the primary school programs so as to make room for
the expansion of the secondary school program. Consequently, first
year kindergarten stopped to function and vacancies arising as a
10 As one of the research findings presented in Chapter Eight
Section 8.17, consumers of school education did not want to change
school too often. This coincided with the general observation that
people preferred "feeder-system" schools recorded in Chapter Three
Section 3.3. It was therefore hypothesized that people in general
would like to study in the same school throughout the secondary
school years.
11 Except in case of special arrangement made with the Government
Education Department before establihsment, only schools with a minimum
of two years experience in running a Form V program would be considered
for participation in the "Bought-Place Scheme", which to many a private
secondary schools was the main source of supply of Form I students.
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result of primary 6 graduation were filled from internal promotions
only. On the other hand, details were sorted out with the District
Education Officers and the executives of the Hong Kong Examination
Authorities and arrangement made for the school to be registered
as a secondary school in June 1978 and allowed to operate a full
fledge program leading to the Secondary School Leaving Certificate
Examination with effect from September, 1978.
Another achievement during this period of observation was the
complete development of the science laboratory. In March 1978,
the school was equiped to teach general science subjects up to Form
II. However, one of the basic requirements for the registration of
a secondary school was adequate laboratory facilities to cope with
the teaching of general sciences up to Form III level. Besides,
schools were not allowed to recommend their students to sit for
science subjects examinations in the Secondary School Leaving.Certi-
ficate Examination unless they had adequate laboratory facilities
for teaching relevant subjects up to Form V level. Thus to satisfy
the requirements of the Government Education Department and the
Hong Kong Examination Authorities, further development of the
science laboratory was mandatory.
Personnel Management
The School continued to staff its teaching faculty for the
secondary section with graduates from Taiwan universities and local
post secondary schools with a monthly salary ranging from $800 to
$1,700. A full time principal was recruited from the faculty of
another private secondary school. He was paid $2,800 per month and
expected to report duty in September, 1978 however, he turned up
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in August and demonstrated considerable skills in admission
administration.
Staff administration in the primary section and the kinder-
garten also remained unchanged. While new teachers were paid in
the range of $300 to $600 per month, the old teachers were awarded
an increase of 10% upon their last salaries.
The Headmistress eventually resigned with effect from September,
1978 and left for the U.S.A. together with her family.
Student Recruitment
Efforts made to develop rapport with the district education
officers was fruitful. Since they were the first one to know which
schools would close down they were able to feed the Good Christian
School useful information for promotion campaigns. In fact they
introduced almost 100 F.IV and F.V students to the School for the
year beginning September 1978.
Although the effect of newspaper advertising for the purpose
of student recruitment was still uncertain, the school following
practice of the preceeding year spent around $3,000 on Wah Kiu Yat
Po, Sing Tao Evening Post, and the Mei Foo Weekly during June,
July, and August, 1978. About fifty students recruited for the
secondary school program when interviewed in September, 1978 expressed
that they had learned the School from newspaper advertisement.
In addition to newspaper advertizing, the School also spent
around $2,000 on postering and sign-board posting mainly in the
Shamshuipo District. Again when students were questioned in September
1978, about eighty of them admitted that they had seen these poster
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and sign-board promotions.
Apart from advertizing directed to the end-users of school
education, letter to keep people informed of the school were sent
to primary schools, children and youth centres as well as protestant
churches where direct transportation, either by bus or by mini bus,
to the School was easily accessible. The impact of this promotion
project might be difficult to assess. Nevertheless, a total of 168
students recruited for the new school year said that they had
learned the School from their parents, relatives, teachers, and
friends.
Speech day held in mid-July 1978 might have also served as a
promotion project. While the government community and youth officer
of the District was invited to address the congregation another 800
people were also extended an invitation. These included local
agency representatives, school heads, members of the sponsoring
church,. both past and present students and their parents. As a side
issue, rapport developed between the government community and youth
office and the School eventually gave rise to the school premises
being used after school from time to time for non-profit making com-
munity activities which in turn also increased the social contact
of the school. Again, the impact of using the speech day as a
promotion program was also difficult to assess.
A head-counting conducted on 11th September, 1978 showed that
there were a total of 872 students studying at the School.
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STUDENTS DISTRIBUTION ON 11TH SEPTEMBER 1978
Secondary Primary
Section Section Kindergarten
F.1 35 P.1 125 K.1 Nil
F.2 40 P.2 76 K.2 87
F.3 40 P.3 80
F.4 45 P.4 79
F.5 90 P.5 90
P.6 85
25 0 535 87
It is important to note that the successful student recruitment
campaign had little to do with pricing strategy. Instead of cutting
down the fees scale, students from FI to FIII were charged $800 per
year, those in FIV to FV $1,100 per year, those in P.1 to P.6, $350
per year and those in the kindergarten $400 per year. However, free
tuition was also given in the form of scholarships to about 10% of
the total student population.
As was anticipated at the end of Section 10,1 of this chapter,
student turn-over rate was low. Again by head-counting on 12th
March, 1979, the student population decreased by 8% in the Secondary
Section but increased by around 2% in the Kindergarten and the
Primary Section.
Financial Management
In order to finance additional promotion projects, teaching
aids, classroom furniture, as well as the renovation of the school
building, the School successfully borrowed $15,000 from its sponsoring
TABLE 10.1
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church in April 1978. It was understood that whenever required,
the Church would further lend the School a maximum of $15,000
more.
The move to take on a loan was not only a change from tradi-
tional finance policy but also a sign of progression. In the past,
school operations depended entirely on cash balance which when
decreased would drive the school management to consider cost-cutting
gimmicks which. in turn might often mean cutting back from intended
programs. Turning to a debt-financing strategy, the School manage-
ment were released from the long time mental constraints and for
the first time in the history able to set their operational
objectives. Of course this also meant that the School Management
would have to plan ahead and to direct their own course of action
deliberately. Thus the school changed its style of administration
from intuitive operation to management by objective.
To facilitate the new movement, expenditure accounts were
defined and grouped together under five major headings, i.e. Personnel,
Administration, Building and Maintenance, student development, and
promotion. On top of this, immediately after the successful
registration of the school for operating a secondary education
program up to Form V, a pro-forma income statement (Table 10.2)
was worked out as a constant reminder and checklist of school
operations for the financial year ending on 31st August, 1979. As
a complementary measure, income statements and cash flow statements
were prepared on monthly basis. Although they were not at all
relevant to student recruitment, the effect they had in presenting
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TABLE 10 .2









Salary and Wages $310,000





Teaching aids 12, 00 0 26,000
Promotion
Advertisement $ 6,000
Entertainment and Presents 2,500
Newspaper and Weekly 700
Seasonal P.R. Activities 12,000 21,200
Administration
Audit fees $ 1,400
Frist aid 100
Insurance 1,000
Postage and Stamps 100
Stationery and Printing 2,000








Running repairs & Maintenance 10,000 24,000
Total Exnenditur P $397, 20C
Surplus/ (Deficit) $ 26,800
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a clearer financial picture of the school had greatly released
the school management from anxiety over the historically high
spending level, and kept querries and/or objectives to new projects
to minimum.
As could be seen from the comparative Income Statements for
the years ending 31.8 and the Comparative Balance Sheets on every
31.8 of the years at Appendices VI and VII, the financial situation
of the school changed drastically from losing around $10,000 per
year for the past nine years to gaining a surplus income of almost
$50,000. However, what was even more important to broadening the
management horizon of the school administrators was that the surplus
did not come from cost-cutting but was generated by spending more
money which had made more sales- or recruiting more students to be
exact, and a higher fees scale possible.
10.5 A Summary of Test Model
Based on the experience gained from observing the crisis
situation of the local schools at large and the Good Christian School
in particular, Baldridge and Deal's "Change processes in educational
organizations" and Horton's "Elements of Crisis Management" were
merged together and developed into a crisis management model. As
part of the model, it was assumed that, whether or not the crisis
situation had been a result of environmental change, some part of
the school mechanism could be found at facult and needing modifica-
tions. The model was therefore designed for crisis management
through self-adaptation rather than environmental control.
For problem identification, the School concerned should be
fully examined through a multi-steps segmentation process. Once the
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problem was identified, research would be conducted to determine
the most influential variables such that an action plan could be
formulated for effective. problem solving. In addition to research-
base variables determination, effective problem solving also
requires the proposed actions be:-
1. relevant to the history of the School,
2. taking the environment into consideration,
3. directed at manipulatable factors,
4. both politically and economically feasible.
It was however taken for granted that the actions would be change-
biased and would inevitably affect organizational structure and
individuals' attitudes.
As a witness to the adequacy and the effectiveness of the
crisis management model, the Good Christian School was considered
as a system with two dimensions and each dimension a collection of
a number of different functional areas. For practical reason, these
functional areas were examined one after another, and each one of
them was further segmented to facilitate detail examination.
Although malfunctionings of various degree of significance were
discovered in all major areas attention was focused and concentrated
on the marketing area which was most critical and relevant to the
nine-year long surplus classroom capacity and deficit income.
While problems found in other areas signified room for improvement,
those in the marketing area boiled down to the fact that the school
was under-promoted and therefore badly in need of promotion by
objective.
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In line with the Crisis Management Model, a research to
determine the most influential variables for effective promotion
was conducted as an enquiry into the needs and behavour of the
school education consumers. Consequently, it was established that
the School should:-
1. expedite the operation of a full fledged secondary school
program such that students completing the whole program could
be recommended to sit for the School Leaving Certificate
Examinations.
2. step up the promotion program with poster advertizing and public
relations activities.
Of course it would be desirable to set up a library which had been
considered important by most respondents selected as samples for
12
the research. This was however not substantiated for economical al
reason.
The Action Plan to fight crisis did not realize in the first
twelve months,.i.e. from May, 1977 to April, 1978, and therefore
failed to improve student recruitment for the School. It was never-
theless entrusted to a management student and carried out in full
swing shortly after the evaluation in March 1978, giving rise to a
drastic increase of students in the secondary section of the school
for the year commencing in September, 1978. What looked even more
impressive to a management student and amazing to the school admini-
strators was perhaps that students had increased as a result of
12
Chapter 8 Section 8.6 School Facilities.
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proper and strengthened marketing operations rather than price
cutting strategy. Actually most of the new students recruited for
the school year 1978/79 admitted that they had either directly or
indirectly heard of the School as a result of increased promotion
activities launched after March, 1978. This indeed proved in
retrospect that the Action Plan was adequate, the research findings
were valid, the problem identification was correct, and the multi-
steps segmentation approach to problem identification effective.
From the fact that the effective Action Plan must be carried
out with the effort and participation of an outsider expert, apparently
an attempt to introduce innovative changes depended not so much on
the experience and know-how possessed by the school as on the
collective attitudes of the school and/or its key administrators.
In addition to this, it was also apparent that the collective
attitudes of the school could be most efficiently changed by replace-
went rather than waiting for the administrators to adopt a new
concept. Since successful crisis management depended on successful
implementation of an effective action plan, crisis management as a
model must also include an adequate change of the organizational
structure which would affect the collective attitudes of the school
and/or those of its key members.
10.6 Post Script- The School After
August 1979
Although the researcher had withdrew from the management of
the school and ceased to serve as its part-time principal, the
successful recruitment function of the School did not stop in August
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1979. As a matter of fact, students continued to increase in
number in the school year 1979/80 for the secondary school program.
On 13th March 1980, there were altogether 975 students in both
primary and secondary sections while the kindergarten was completely
phased out.
TABLE 10.3
STUDENT DISTRIBUTION ON 13TH MARCH, 1980
Secondary Primary
Section Section Kindergarten
F.1 40 P.1 93 K.1 Nil
F.2 36 P.2 120 K. 2 Nil
F.3 75 P.3 81
F.4 128 P.4 75
F.5 165 P.5 74
P.6 88
Total 414 Total 531 Total Nil
At the same time school fees were charged at $1,300 per head
per year in the senior secondary section, $900 in the junior secondary
section and $500 in the primary section. As for the staff, salary
and wages were increased by around 20%. According to the Supervisor,
the School would be expected to have a minimum surplus income of
$50,000 for the year ending 31st August, 1980.
However, to the school administrators what would indeed save
the School from going into bankruptcy was the approval from the
government for the school to participate in the "Bought-Place Scheme"
with effect from September, 1980. According to an agreement reached
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in November, 1979, the government would send a maximum of 135 Form I
students to the school every year, and pay for their tuition fees
until they completed the Form III program. It was however
understood that the School would not discriminate any one of these
government sponsored students.
Before passing, the researcher would like to pointout that
the School managers who appeared to be rather apathetic in 1977 when
the school was in its darkest time demonstrated a remarkable change
in 1980. To be fair, they in fact began to show more interest in
the School in September 1978 when the trend reversed upward in
terms of student recruitment for the first time since its last
decline in about 1969. There might be aryl issue for psychological
research.
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11.0 CONCLUSIONS AND IMPLICATIONS
The entire thesis covers a wide range of information including
not only school management but also its historical and environmental
background in Hong Kong. Since the theme of the thesis has been
the management of a school at crisis, conclusions will be drawn
from issues related to system equilibrium, problem identification,
research base decision, deliberately planned actions, leadership,
information flow and marketing management.
As for the crisis management model, comments made in Chapter
Eleven are, as far as the Thesis is concerned, considered final.
For the same reason, the research framework and the findings of
the needs of the school education consumers reported in Chapter
Eight, Nine, and Ten will not be repeated in this Chapter so will
the various aspects of the educational environment discussed in Chapter
Three be left out. However, some of the issues -which require
further exploration will be highlighted for attention in one of
the following sections.
11..1 Crisis Management
Crisis as defined in this Thesis is a situation in which a
system falls into a stage of disequilibrium and has the difficulty
to continue to maintain a viable relationship with a super system,
or environment, in which the system itself is embedded.
Crisis management as maintained throughout this Thesis is
management in a crisis situation. It was also described in Chapter
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Two Section 2.1 as a process whereby a system adapts to maintain
itself in a state of equilibrium.
Theorectically, a crisis situation may have been a result of
the system being deteriorated, or it may have come along with
environmental changes. As a way out, adaptation may therefore take
the form of "environmental control" and/or "internal adjustment."
However, as a proposition advanced in this Thesis, environmental
change.alone would not constitute a crisis situation to any system
where control, planning, and implementation are sound. In the case
under study, the root issue of the problem of the Good Christian
School was obviously that its control subsystem was not sensitive
enough to detect crisis prone problems before the situation became.
critical and that its planning subsystem was not effective enough
to initiate adaptation or remedial action. As for adaptation, it
is perhaps more difficult to succeed through environmental control
than through internal adjustment. The reason behind is still uncertain.
Most likely, environmental changes are not necessarily wholly
amenable to manipulation. Again in the case under study, environ-
mental change was obviously the source of trouble. However, attempts
to control the environment, which were in fact to change the
government policy on school education, had in Chapter Four proved
unsuccessful. On the other hand,-the School succeeded in getting
out of the crisis situation only after it had managed to adapt itself.
Internal adjustment as examplified in the Good Christian
School were three-fold. Firstly, instead of running a school
exclusively for its own ideals and satisfaction, the School became
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considerate of the market needs. As a result, the target market
was enlarged from poor students in the vicinity to include those
geographically within reach and financially capable of paying the
required amount of school fees. Besides, the student development
program was shifted from the kindergarten and the primary levels
to the secondary level where competition was not so keen but where
demand was still increasing. Secondly, the School became more
receptive to promotion and to profitable operation. Consequently,
instead of cost minimizing, which was typical in a production-
oriented system, the school adopted a more progressive policy and
turned to debt-financing as and when situations required. Thirdly,
major decisions were made after research and systematic enquiries
rather than purely intuitive assumptions. This made possible
deliberately planned actions as well as realistic and concrete
operational objectives. In short the school eventually developed
into a marketing oriented system.
Since environment changes from time to time, adaptation as a
management tool is perhaps no less important in an ordinary situation
than in a crisis situation. The same could be true in terms of
precise problem identification and research base action plan.
However since a crisis is often recognized at too late a stage,
timing is obviously far more critical in a crisis situation than in
an ordinary situation. From the experience with the Good Christian
School, precise problem identification and research base action
plan put together were insufficient to guarantee effective or
successful management of a crisis situation. In fact for crisis
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management, an adequate action plan is only as adequate as it is
implemented efficiently. Unfortunately organizational development
takes time. In order to cut short the lead time for smooth imple-
mentation of a remedial action plan for crisis fighting purpose,
introduction of external expertise and instant replacement of part
of the system management are, as suggested by the experience of the
school, necessary and feasible at least on a short term basis. This
is perhaps one of the most important leasons learned from the case
under study.
The multi-steps segmentation approach to problem identification
originated from the philosophy of scientific management should also
be considered helpful in time saving. In the case under study, the
school management had dragged on with the evolving crisis situation
for some years without knowing exactly what the problem was and
therefore failed to react fruitfully. On the other hand it took
the researcher no more than two months to clearify the situation
with this particular approach and finally work out an effective
action plan for rectification. The only explanation the researcher
can think of is perhaps that this approach was helpful in eliminating
the unnecessary wastage of time which might have come along as a
result of haphazard speculations.
11 .2 Marketing and School Management
Another equally important lesson that can be learned from the
case under study is that marketing can be practised in an educational
setting.
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For centuries, people believe that school education should be
seperated from commercial activities lest the noble image of a
school would be damaged. Even those schools which have been
established on profit-making basis hesitate to advertize themselves
openly. However a school is no more than a social system which
requires management. Moreover, it is also a service business the
outputs of which make sense only when they are needed and used.
Advertising and other promotional gimmicks are therefore necessary
because anything needed and used must first be known to the users
concerned. Besides, there are already too many schools. Any school
relying exclusively on word of mouth promotion could be easily for-
gotten not to mention being singled out for appreciation.
While management in the business world has evolved from a
production oriented to a sales oriented and finally to a marketing
oriented view of business. There is no reason for a school to
stay in the most primitive way of operation except perhaps for the
psychological and subjectively value-biased consideration mentioned
above. Nevertheless, it has never been the idea of marketing to
create an offensive image for any business organizations. On the
contrary, the marketing concept is to satisfy consumer needs.
Furthermore, there is no evidence whatsoever that marketing practised
in a school setting must create an offensive image for the school this
point has been best illustrated in the case under study.
Before the marketing concept was put into practice, the school
management had been over conscientious about price-cutting and lost
minimizing. For instance, they charged their students the lowest
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possible fees and tried their best to locate the tailor who would
make uniforms for their students at the lowest possible price while
their students were looking.-around for quality services the sooner
the better and prepared to pay a reasonable price. Obviously,
they misunderstood the needs of their students and/or the parents
concerned. Perhaps they would never be able to understand their
customers' need as they failed to take a system approach to manage-
ment which required scientific problem identification to begin with.
For the same reason they believed that on-the-street advertisement
was typically commercial and that people were unable to accept
any school advertizing itself through posters and sign-boards on
the street. Consequently, they hesitated very much to apply poster
and sign-board advertizing at a time although they were aware of
the urgent need for promoting their school and although they also
believed such advertizing media could be effective in making the
target market aware of their school in the shortest possible time.
The marketing concept was however configurated when the
researcher was appointed part-time principal to follow up the Action
Plan derived from a marketing research in respect of the needs and
consumer behaviours of the target market. According to the Action
Plan, on-the-street advertizing was employed not only for the fact
that it was economical but also because there had been no evidence
indicating that people would not accept school advertisement mounted
on the street. On the other hand, there were already many posters
on the street promoting tuition classes, music coaching and other
informal educational establishment. It was therefore not surprising
that it came to a positive conclusion confirming the feasibility of
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marketing in an educational setting.
As a matter of fact, such a positive conclusion was not
surprising to the school management either. If they had not had
the least confidence in the deliberately planned promotion program,
they would not have appointed the researcher part-time principal of
their school. What the positive conclusion had created was perhaps
not so much a feeling of surprise but rather a feeling of being
puzzled. It was indeed a paradox as the school had been successfully
promoted to the target market by a way which was supposed to be
damaging to the school image and hence purpose-defeating. They
might have been right when they said that schools should not be
given a commercial image. However the term commercial is often
subject to interpretation. What means commercial to the school
management may mean non-commercial to their target market. What
constitute a commercial image some time ago may not have the same
effect now. Apparently, the school management were unaware of the
image mix or if they were, they must have over-simplified it.
Failing to see a problem in a mix or a "system" perspective
is not uncommon in a production, or non-marketing, oriented setting.
This may however explain why all private schools believed their
problems were financial and only if they had been given the same
degree of financial assistance, they would have been as competitive
as those public schools. Such is the defect of the non-marketing
orientation or intuitive management which should be avoided in order
to succeed. On the other hand, application of the "mix" concept,
which is typical of the marketing approach, is not only possible but
also necessary in the management of a school.
248
Apart from the fact that marketing is both applicable and
necessary in a school setting, one can also learn from the case
under study how the "mix", or the "system", concept can be applied;
i.e. through the "multi-segmentation" process. Like the study of
a business firm which may be examined one aspect after another from
production, personnel, and finance to marketing, the management of
a school can also be studied according to student development,
personnel, finance, and student recruitment. While marketing
management can be examined according to the 4-P profiles, the
student recruitment aspect of a school may be studied in respect of
its student development program, fees structure, location of the
school, and promotion. Of course, these various profiles can be
further segmented for convenient study until the root-issue of the
problem observed is identified.
As for the study of the needs and consumer behaviour of the
students and other people who may be influential to the selection
of a school, Maslow's Hierarchy of Needs provides a practical
framework of reference from which variables regarding a school
selection decision may be generated. After filtering with experience
gained from general observation, useful variables will be identified
and can be developed into hypotheses for testing purpose. Eventually
findings will come out as baseline information for policy formulation
or strategy planning. Again this is a system approach to management
and typical of the marketing management concept.
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11.3 Information as a Management Tool
Obviously, the Good Christian School was in lack of a data-
base information system which might reveal a crisis situation in
its inception stage. The type of scatter-brained income statements
it had were only good at reflecting a lack of strategic planning
and unifying focus for integrated effort.
However, it is doubtful if the administrators of the school
have ever fully used the information available to them. For a long
time the school had not been renovated or redecorated because its
administrators thought that they were short of funds. On the other
hand, one could still tell from the very limited financial information
of the school that there were at least $50,000 lying fiddle in its
bank in 1970 without any planned usage.
When it comes to crisis fighting, verified information is a
basic requirement for the development of an effective action plan.
But, at a time of crisis it would be too late to wait for the
broken information system to be improved. According to the experience
of the Good Christian School, the required information should be
obtained by way of a special research project which may have to be
administered by an ad-hoc task force.
11.4 Problems for Further Research
Psychology of Management
Not too much can be learned from this Thesis regarding the
psychology of management. However, it is worth noting that the
administrators of the Good Christian School have demonstrated a
considerable degree of reluctance in operating an action plan which
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was believed to be effective. Although management decision in
reality is not always rational, the kind of sentiment displayed
by the school management is certainly destructive and should be
avoided. It is therefore desirable to find out what has handicapped
a rapid change of mentality and how this can be avoided apart from
instant replacement of part of the managerial structure.
Environmental Control for System
Equilibrium
Environmental control is obviously one of the two major methods
by which a system can maintain itself in a stage of equilibrium and
as a part of a super system. Unfortunately the method proved
ineffective in the case under study. The only reason given for its
being ineffective has been that the environment was too difficult
to control. However this is no more than a speculation. On top of -this,
whether or not something is too difficult to control is often
relative. In fact, political lobby which is by nature a form of
environmental control succeeds from time to time. It would therefore
be desirable to find out what are the likely conditions under ,which
environmental control could be applied or will be an even more




Newspaper as an advertizing media has been found in the case
under study ineffective for student recruitment. Again the reason
is unknown maybe the newspapers used did not reach the target
market. Or very few in the target market read newspaper. It could
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also be that the advertisement appeared in the wrong time. In
short, possibilities were endless. No doubt, school administrators
would be anxious to know at least what caused failure if not what
could have made it successful..
Further Verification of the Crisis
Management Model
As the central theme of this Thesis, the Crisis Management
Model has been developed from one and the same sample, i.e. the Good
Christian School. As a pilot scheme carried out within the limita-
tion of time, manpower, and financial resources, this is acceptable.
After all the model has proved effective in saving the School
from being closed down and shown practically how problems and
relative variables could be identified systematically.
In general, the model is on the other hand in lack of a strong
supporting base. According to the findings of the marketing research
reported in Chapter Ten, consumer of education preferred a non-
profit-making school, a church sponsoring school, and a school with
its own premises independent from other residential, commercial, or
industrial activities. Fortunately, the School possessed these
qualities. It would be interesting to know whether or not the Model
could have been so effective if the School had failed to possess
these useful qualities.
Furthermore, the School was found under-promoted and its
problem was therefore resolved by increased promotion which might
have been relatively easier to achieve. It is not at all certain
whether or not the Model could be the same effective if the problem
of the School had not been promotion but had been location, or
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even finance, personnel, student development and etc.
Although the central theme of the Model is application of
the marketing concept in the broadest sense rather than details in
the tactical level, prefer ably the Model should be tested against
various kinds of problems with more samples. Otherwise, the
significance or applicability of the inferences generated from
the findings of this Thesis would be very limited.
11.5 Summary
The findings of this Thesis fall mainly into two categories.
They are the management of a school in a crisis situation and the
application of the marketing concept in a school setting.
In the first instance, the Good Christian School under study
has been found rather weak in planning and control. It was in
fact in lack of a proper information system and had not been alert
enough to environmental changes until it was too late. At the same
time, the lack of planning made correct problem identification
impossible- not to mention a unifying focus for meaningful achieve-
ment and successful implementation of any action plans. Since time
always run short in a crisis situation, improvement through organi-
zational development has been considered too late, and it is
recommended that an ad-hoc task force should be formed to handle
the crisis situation. To broaden the horizon of the school
nanagement quickly it would also be necessary for some management
expertise be purchased from outside the school, or some outside
experts be employed and incorporated into the ad-hoc task force.
Cechnically, problems can be identified through the suggested
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multi-steps segmentation approach and organizations released from
a crisis situation through internal adjustment of the various
subsystems within. Nevertheless, only research base decision are
considered useful and deliberately planned actions effective. As
for successful implementation of an action plan, determination to
win and rational attitude deem essential.
In the second instance, marketing management has been
considered not only practicable but also necessary in a school
setting. Although a school cannot afford to project a commercial
image, to apply marketing concepts and techniques to the management
of a school does not necessarily create a commercial image for it.
What constitute a commercial image differ from time to time and
from people to people. The experience of the Good Christian School
witnesses this point. In fact, profit making and on-the-street
advertizing, which had been considered too commercialized and
offensive to the consumers of education, produced good recruitment
results eventually. A proper image mix is therefore very much
consumer-oriented. While the image mix itself is an important part
of the system approach, the successful selection of the mix will
depend very much on research work. Nevertheless, profit-making,
advertizing, customer oriented, and system approach are all typical
of marketing management.
As it has been mentioned in the beginning of this chapter, much
useful information and other findings of this Thesis could be seen
in chapters elsewhere. However, issues related to management
psychology environmental control for system stabilization, and
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student recruitment through mewspaper advertising desire further
exploration. On top of these, further verification of the crisis
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Thank you for your letter of May 14, 1979.
The answers to your questions are:







Our M.A.(Ed.) Programme started in 1973.
None of the students majored in school management/
administration.











Major subjects for our Dip. Ed. Programmes are related
to subjects taught in secondary schools in Hong Kong only.
Therefore, school management/administration is not offered as a
major for the Diploma students, but as one of the required
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The Lirignan Institute of Business
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Thank you for your letter of May 14th, 1979. Unfortunately the
information you are seeking would be distorted by your method of asking
for it. Your questions presuppose a pattern of studies which does not
correspond with that in H.K.U.
The strict answers to your questions are given below. However,
you should note the following-:
1. within the Certificate in 12dt.cation programme, which is the
professional qualification for gr Lduates, an elective course in
educational admin. stration has been offered since 1978. Approximately
one third of the students select this elective which represents 2 of
the coursework lb units or 20 hours of instruction, plus 20 hours
searching plus 20 hours of assignment time.
2. No Advanced Diploma in Education or Masters degree by Coursework
has been offered, as yet, since the former began in 1977 and the latter
in 1918, in the elective field of Educational Administration. An
appointment to be made in 'September of this year will make such an
elective possible.
3. The School has offered courses in Ed. Administration to practising
teachers and Principals, though the Extra-Mural Department, since 1978.
4. Fasters degrees (M.1hil.) by research have not involved educational
administration, largely because supervision would not be offered in
that area.
The remaining information is as follows
Year No. Year No.
lM.Fhil19741969 3 M.A. (Ed.)
1970 1 1975 1
1971 0 1976 0
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259APPENDIXIII
Distribution of Primary Schools and Student Enrolment
in March, 1977
Enrolment in PrimaryNo. of PrimaryEnrolment in Primary DayNo. of Primary DayKindergarten Evening SchoolsEvening SchoolsSchoolSchools(Private)






2 1,9401,70323718167,370 56,9705,31426 904816 44,28686 17,538(H.K.-W.)
lappy Valley & 1111113327,73113,087 12,9341,71841191849,13234
Nid-level
640556844315,405 14,8828,225218766,450 2,291835North Point
. 5734848976122,2122,94017,7601,54837122145,56830Shaukeiwan
3,1622,6954674311,0914ThePeak
Shek0, Tai Tam 2,3331,0811,25210461502DeepWater Bay
1,3241,151173141270, 851 224,49640,326,03111346521522,391105(H.K.-E.)
3,2642,8544103228484,610 31,866 127, 82111,34520372NO3139, 929191R.K. Island Total
770770336,1602,4513,1195908 13413,10815TsimSha Tsui
2,3232,0362871612440,7504,15433,4523,144502222610,44253YauMaTei
2 ,420732 1,6886332,0197Lai Chi Kok
1,6241,6248846, 73131,126 11,3534,2527333301011,83946ShamShui Po






1,5761,362214109177,7942,305 65,980 9,509882756574 17,220Kai Tak
2,1681,9542141413186, 3052,936 69,956 13,4131023560723,22293(Kln.-N.)




Enrolment in PrimaryNo. of PrimaryNo. of Primary Day Enrolment in Primary DayKindergarten
Evening SchoolsEvening SchoolsSchoolsSchools(Private
i Sub-SubsiSub- TotalI Private Total PrivatePrivateSub- Private Total{ Gov't TotalNo. of Enrolment Gov't
-dized sidizedsidizedSchool sidized
23 116 9.51`2 25 9,3992,86428Castle Peak
1041042 227,8571,0294 66 1,168 25,6602 606,690Yuen Long 66
1,0941,09413 13179 3,877 111,996 3,226 119,09911204 155174 33,575(N.T.-W.)
34319,7625915841 4,203SheungShui ?0,10`
578 17,05463 628 15,848601 328 4,391Tai Po
6,2445, 66738 57733512 956Sai Kung
7,75617,75641411,20213,, Islands
628 1 51,1591,498202 9,03371 19410,75294(N.T.-E.)
NewTerritories 1,0911,09413 13170,25814,7243812734944,327 5268 4 ,50 161,029Total
GrandTotal 14,41613,443108 97310 9g35,990 484,078 86,792245 96564575806 172,410 606,860it(Whole HongKong)
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19791974 19751973 1976 197719701969 19721908196719661964YearGrade 11971
Primary.
90.088.6111.2 102.6 90.494.9118.1143.3 136.3157.8 126.7152.7 155.8146.3132.4P.1
86.587.0111.3 105.9 97.7 90.4117.5135.1 124.9133.2 127.9117.8 125.986.6 106.0P.2
88.898.9 91.6113.6 106.6120.0125.6134.4 129.8126.7 135.489.6 106.5 119.0P.3 99.3
92.2113.3 106.2 98.3120.2124.1132.5 127.9115.4 124.1 130.786.3 103.788.0 93.6P.4
102.3 95.1112.8122.2 118.7123.2126.580.4 106.8 124.583.2 86.9 93.6 116.678.2P.5
97.3109.3 107.0113.0114.1115.481.6 105.3 112.873.5 68.769.3 94.665.663.7P.6
Secondary
111.6100.598.387.884.7 90.673.0 95.147.3 64.154.250.0 54.743.2 44.5F/M 1
89.4 96.283.777.4 81.869.562.447.5 53.844.4 46.637.7 40.1 41.5F/M 2 34.3
87.178.870.5 76.463.941.0 48.1 53.941.540.038.131.6 35.4 36.529.4F/M 3
72.168.461.747.0 54.740.035.9 35.333.3 34.4 35.032.926.5 30.221.8F/M 4
68.561.253.744.538.133.533.5 34.233.4 33.628.3 31.419.6 25.717.5F/M 5
Matriculation
19.716.514.111.8 13.011.210.98.3 11.2 10.47.4 9.34.6 6.32.4L/M6
7.04.1 4.8 5.83.73.8 3.73.82.9 3.1 3.42.41.81.51.4U.6
ISub-totals
549.9574.8608.0678.6 644.2705.2741.5 728.4744.2695.4658.3619.5584.3548.2Primary
435.5398.3373.9321.5 342.1209.5 237.2201.9178.7 189.2159.9146.2Secondary
26.722.318.917.115.514.6 14.712.4 14.2 14.711.28.16.1 9.83.8Matriculation
FromGovernmentEducation Department circular







QUESTIONS FOR THE COLLECTION OF PRIMARY DATA
1. To identify the school image in the mind of a potential
respondents.
Please list out to the best of your knowledge the names of 4
good/ordinary/bad schools.
2. To identify the channel through which the respondent get to
know a school.
How do you know that a schcol is good/bad?
(list 6 possible ways)
3. To identify the respondent's expectation of a school.
What do you think is the most important function of a school?
(list 4 possible functions and leave space for unexpected
specifications)
4. To identify possible variables that may affect the respondent
in choosing a school.
Suppose you have to choose a school for yourselves, for your
children in the case of parents. What do you think of the








4.8 Social corm allowed in a school
Moreover, these variables will be specified in detail.
S. To identidy the most influential variables in line with those
above.
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Please choose three out of the ten big items listed in the
previous question and rank them in order of their importance
from your own point of view.
6. To understand the general fancily background of the respondents.
6.1 How many children or brothers/sisters do you have?
6.2 How many of them excluding yourself are attending
secondary school(s)?
6.3 Would you please name all the schools?
6.4 How old are you?
6.5 Where do you live?
6..6 t.That is your family income?
6.7 Do you have any comment which may be helpful to the
research?
Note: Questions 6.4, 6.5, 6.6, and 6.7 have been drcpped as a














1.Staff Salary, Wagas, & Allowonoo




6. Stationery & Printing
7.Director's Meeting Expenses
8.Postage & Revenue Stamps
9.Running Repairs, & Mintenance
10,Motor Van Expenses
11.Light & Water































































































































































































































































































































as of 31st August
Current Assets
Public Utility Depesits
Church Account (per contra)
Balance at Banks (current)
Cash
Fixed Assets
Furniture, Fixture & Equipment
less depreciation
Motor Van at Cost Less Dapreciation
Current Liabilities
Loan
School Fees received in Advance
Accrued Charges
General Fund Account
Note: The church and school building is
on CrownLand under permit.




















































































































266APPENDIXVIIIDistribution of Secondary Schools and Student Enrolment
in HongKongin March 1977
SecondaryNight SchoolSecondary Day School
EnrolSchoolEnrolmentNo. of Schools
Pri- TotalTotal PrivateGovtGovtPrivateSubGrant TotalGovtGovt Grant Sub Private Total vate
2 5,15736 5,121131315,9441,102 19,52815 19 1,118 1,364 (1)11Western
2522521 17,1736,0981,075651Central
2,1362,063736613, 26111,619800842 (1)10 121 1WanChai
94320 9233 3853 5,313801 3,6592 (1)8 111Aberdeen
8,4888,35923 1292334,514 45,2754,7611,960 4,040 (3)484 322 10Total (H.K.W.)
HappyValley & 1,8011,8017724,899 37,2682,52924 1,934 7,906393 8 4Mid Level
2 2,8391,4984 1, 341510,700 15,194 1(3)2,5451,9497 123North Point
1,2051,135707 76,004 10,0121,4056802 8 1,92313 (1)2 1Shaukiwan
2,445 2,44533The Peak
Shek 0, Tai Tam& 2 766 1,36860211Deep Water Bay
5,8457 4,43419181(4)66,287 1,4117,245 44,5505, 806 8,58643 699 10Total (H.K.E.)
42 14,33312,7931, 54041111,56279,16412,0067,766 5 12,62620 11775U.K. Island Total 139 1(7)
1,8341,8094 25414,49913,2151,2846 (1)51Tsim Sha Tsui
7,9747,05325 9212520,079 31,2611,660 (1)24 983 2,5382 301 3i YauMaTi
8,780 8,78044Lai Chi Kok
7,1696,452717161639,7996,813 31,209127778 24 33 (3)1ShamShui Po
16,9771 1, 663 15,31445 4594, 3398, 473 79,2832,761 3,82273Total (Kin w) 2 4 10 57 (5)
2 4,7243, 8808447739,48828,4396,9222 20 33 1,915 2,212Ho Man Tin 9 (2)
692692336,463574 5,8891 5 6HungHum
.6,2545,59266214 1426,01810,174 14,87524101 13 969 (3)KwunTong
10,164 11,6701,50624 2471,96949,2032, 884 2,212 17,670202 38 63Total (Kln E) 3 (5)
1,6021,3956 20726,464 64,8863 17,344890 3,344221 5 13 (1)KowloonTong
6,3626,30512 5733,636 1217,65115,00414 30 981jKai Tak 1 15 (1)
7,9647,70026418 1860,10034,99519,890Total (Kln N) 1,871 3,344 (2)2 2720 523





Pri- TotalPrivateTotal GovtGovtPrivateSub TotalGrantGovtGovt Grant Sub Private Total vate
4,8594,550309151514,8079,804 27,194 (2)2,58320 35123TsuenWan
2,5681,538 4,106422Castle Peak
7696281413310,571 11,958 (1)10 1,38782Yuen Long
5,6285,17845018 1827,946 43,25811,342 (3)3,9704930145Total (N.T.-W.)
2612613,4912,196 6,003 (1)2 6 31631SheungShui
2502502,554 5,3381,832 (2)7 952331Tai Po
10710711I 2,0511,6354164 5Sai Kung
8819691 122 1,001534 (2)4453111Islands
706126580227,702 14,3934,978 (5)21 1,7138 103Total (N.T.-E.)
6,3345,304202057,65135,64816,320 (8)70 5,6834022 1,0308N.T. Total
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